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L Provide an update on the
: implementation of the Phase 1 - five
'pri"or‘iti'zed recommendations.
" 2. Introduce the Phase 2
| recommendations for implementation
beginning school year 2025-26.




PRIORITIZED RECOMMENDATIONS FOR SY 24-25

School Start & End Times are Bus Stop Locations are Moving
shifting Where students get on and off the bus will ch fe efficientand ly

Start and end times for'allPGf.'l’ssd\oolsanbolngnnamllmd. LGS Ubicaciones de IaS paradas de autobﬂs
Los horarios de llegada y de cambiardn
salida cambiardn Ellugrdondelos et y se bajan del autobs camb Eackr

Los horarios de inicio y finalizacién de las dases en todas las escuelas de
PGCPS se optimizaran.

Are You in The Bus Zone?
Students within walking distance to school who have safe pedestrian routes will no longer Don’t Need a Bus? Te" Us.

receive a bus. Opt out of transportation if your child will be a car rider or student driver.

;Estd usted en una zona de autoblis? il :No necesita un autobitis? Cuentenos
Los estudiantes que viven a una distancia que permite caminar a la escuela y que cuentan pre—— si su hijo viajaré I
con los tendran servicio de autobus.

Trackin the App

Download and use the Stop Finder App forimproved and reliable GPS tracking.

Haga seg u:mlen to en la aplicacion.
Descargue y utilice | i
mejorado y confiable.

For more information, please visit
www.pgcps.org/bus
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SY24-25 December System Summary
PGCPS transports 87,124 students, representing 68% of enrollment.
66.4%. of séats’ are occ/upied on the typical trip and the average vehicle complet_és 5.9 one-way tﬁps per day.
' Students are pickec! up and dropbed off acro;s 11,349 ﬁnique stops.
PGC‘.'PS is schedl;led to‘o‘pe/rate 5,617 oné-way trips that are bundled into 1,138 routels.
Thé PGCPS fleet includes’.1 ,167 vehides, of which 940 vehicles are assigned to trips.

S PGCPS H_as 902 drivers on staff, of which there are 858 available drivers and 44 on approved leave/unavailable to
- drive. In addition, there are currently 223 open driver positions.

, Trips'are well-balanced and aligned. To achieve perfect balance, 57 AM trips and 117 PM trips would need to be
vredistributed from Tier 1 to later tiers.

~ As of December 2024, the average student’s stop is located 0.22 miles from their home. 72% of students
are assigned to a stop within a quarter-mile of home.



ervice Levels |Avg Home-Stop Distance |0.24 miles|0.27 miles| Not Avail |0.22 miles

| Trip Utilization |Avg Trips Per Vehicle 5.3 55 | 56 | 59 | +0.6
- | [Seat Utilization Median Seat Utilization | 52.9% | 61.5% +13.5%
1 nique Stops 13,882 | 10,797
outes 1,095 | 1,085
Active Vehicles 809 814 +131
Available Drivers 858 861

~|Bell Times  |AM Trip Imbalance 432 87 375 |}

" ’ (7 e

Transported Students 85,662 | 80,996 +1,462

No Change §



‘ ‘Efflclency Accompllshment5° -
,Utlllzatlon & Stop Consolidation -

'} -|October 2023

| AM Unique

Sto__ps

PM Unique
Stops

System
Unique Stops |

12,395

12,434

13,882

Median Practical

Seat Utilization

October 2023

52.9%.

61.5%|
65.4%|
66.4%|
+13.5%|

/| August 2024
'September 2024
December 2024
Change

10,797
11,483
11,521
-2,361

August 2024
September 2024
December 2024
: Change

10,286
10,760
10,780
-1,319

10,107
10,743
10,759
-1,343

"PGCPShas-a‘chieved meaningful progress in seat utilization and stop consolidation. -
b 2, 361 stops have been removed from the system since October 2023. |

il Medlan seat utilization increased by 13.5% with 66.4% of practically available seats planned as
occupiedon the typical trip.

oy Meah trip duration (68 minutes) has remained comparable to SY24 (62 minutes), while average.iﬁileage has in-
creased from 17.2 miles to 20.0 miles (+2.8 miles), indicating that paths have likely been optimized to allow each
vehicle to cover more ground under the same time constraints.



Efﬁclency Accomphshments'

Bell '1‘1me Ahgnment and Balance
|

October 2023

August 2024
September 2024

B December 2024 986 885 916 2787 929
mm-m-m_m-a :
AM Trips by Bell Time (October 2023) | @ twoant @ 1w | 'PGCPS has improved belltlme

"ﬂallgnment and balance.

_- The District has reduced the AM |mbalance by
i -A—L—-———l—li - 375 trlps Mornmg trlps are now largely

M e e ras
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AMTHpS By Sl Thas (Ducambir M2) @ oot B _consolidated into three evenly spaced and ;
i allgned tlers of service, W|th the exceptlon of
non- PGCPS schools that recelve Dlstrlct service.




Efﬁclency Accomphshments'

Bell '1‘1me Ahgnment and Balance

October 2023

August 2024

September 2024
December 2024

" PGCPS has improved bell tlme
| '(allgnment and balance. - :
. The District has reduced the PM |mbalance by 194
' '1 trips. Afternoon trips are more consolidated but
still have spread due to varlatlon in Iength of .
: mstructlonal school day The |mproved clusterlng
and better balance of trlps across tiers fa,cll_ltates

enhanced trip pairing.



| Efflclency Challenges' Staffmg SANE O

August 28, 2023
October 2, 2023

August 5, 2024

September 9, 2024
| October 14, 2024
, | November 11, 2024
f B December 2, 2024

Stafﬁng'is flat from SY23:24 while ridership demand has increased

K Avallable drivers have sllghtly declined over the time perlod Total driver headcount and open FTEs have decreased

though 223 driver posrtlons remam unfilled. Open routes have hovered near 200, W|th diminishmenit due to routlng .

efﬁCIenaes the Department has achleved The gapin avallable drlvers and active routes: produces ongolng
performance r|sk L :

.Whlle route count mcreased rldershlp mcreased proportlonally more, |mprov|ng seatand trip ut|I|zation
: Th|s |nd|cates lmproved efﬁaency, however, W|th ﬂat stafﬁng, the de facto drlver shortage has worsened



Phase 2 - Refine the impleme‘ntation of the
first five prioritized recommendatlons
Transportatmn Audit

N Recommendatlon 2 (Service Level leferentlatlon & Target Stop Consolldatlon)

. Reﬁmng bus trips based on actual ridership counts resultmg in more efficient trips (and contmue to Iook for opportumtles
" to safely consolldate stops) :

. ,Recommendatlon 3 (Walk Zone audlt)

: - .‘- Pa_rtlclpathn in School Pedestrian Safety Workgroup
. +»Safe Passage Coordinators

~Rerc6mm'rendart'i0n.4 - (Opt out)

. C'ohftinue to st_re's_s a,ndé.xpand the use of the Opt-out option
« Implement ParentVUE account activation campaign to collect reliable parent contact information

- Ré;omm_endation 5 - (Customer service)

e StopFindér upgrade - adtomatically setting Geo-Alerts for StopFinder users



'Phase 2 Prlorltlzed Recommendatlons -
Contmued

Recommendatlon 6 (Dlversify Modal and Vendor mlx)

. Expand the number of non- CDL drivers and the number of avallable vans to address low density trlps ,

= Based on the completed pilot we will be expanding the number of Non CDL Driver FTEs and the number of vans.
. Currently have 25 Non-CDL Driver FTEs and 16 vans ¢ :

_*The plan istoi increase to 50 Non-CDL Driver FTEs and 36 vans.

: B Utlllze contracted services to address low density trips
. A temporary measure while expanding the Non-CDL fleet

ke Recommendatlon 7 - (Strengthen Organizational Capabilities Through Strategic Staf‘ﬁng)
. Staff hiring / retention focus
. Con5|der sign on and retention bonuses

- A55|gn HR partner for Transportatlon

Recommendatlon 12 - (Revise Operational Processes for Efficiency and Clarlty)
» Enrollment and registration process refinement

= Supports routing to include specialty programs and ECCs



‘Staffmg

Driver Approved Leave/ Avallable Active Open Routes Open FTEs
Headcount Not Able to Drive Drivers Routes
August 28, 2023 |

October 2, 2023
August 5, 2024

September 9, 2024
| Bf December 11, 2024

|
|
September 3, 2024 I
|

‘ 'Stafﬁng is relatlvely flat from SY23 25,
L «Bus Drlver F|II Rate Currently at 82%vs 74% (beglnnlng of School)
. Bus Drlver Vacant FTEs: 183 vs 231 (beglnnlng of School) Reductlon of 48 FTEs

. Stafﬁng Total drlver headcount has mcreased and open FTEs have decreased though over 180 drlver
p05|t|ons remaln unﬁIIed :

K Coverlng Open Routes To manage open routes, we are doubllng up trips. durlng the first and second tlers

e Thls approach while necessary, has resulted in delays in schooI arrival times, as our current drlver pool is stretched
to cover the vacant routes. ) '



RECRUITMENT
'Our recruitment office has incorporated an-
aggressive recruitment and d'i‘vle_rse,ma rketing
- _strategy mix - This includes Weekly Radio, & | o
Television Ads (El Zol Radio, WHUR Radio, Mall of -
Prince George’s, Beltway Plaza, DC News Now,
Outfront Media (Bus Advertisement), Woodmore -
Standees, Bowie Town Center Standees, Paid
External Social Media Advertisements (Facebook
and Instagram). '




. FY-25 BUS DRIVER PAY COMPARISON

| school District Pay Range Minimum Pay Range Midpoint Pay Range Maximum
' | Prince George's County 521.98 S31.58 543,23
Montgomery County | 525.64 S$31.03 $32.20
| Anne Arundel County | 520.02 | $26.77 5323.51
| Fairfax County | $26.04 $35.27 $44.33
B Charles County | $19.23 | $25.63 | $34.16
. Baltimore County $20.12 $24.39 $28.65

$22.17 $29.11 $36.01
99% 108% 120%

RY: PGCPS is within the market at the pay range minimum and above the market at the
mmqgmi.lnitﬂulmn.




NEXT STEPS
Creation of Strategic Bus Driver
Staffing Plan "

° Along with the Office of Strateglc Plannmg
and Resource Management and
Transportation leveraging busmess area
expertise in the developing of strategic Bus
Driver Stafﬁng plan to address strengthening
the climate and culture for enhanced
retention of current employees

> With a consistent focus on recruitment"e‘xt'll'a_ -
attention needs to be paid related to the
retention of current drivers.






