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Laredo Urban Transportation Study 
 

 
        REQUEST FOR QUALIFICATION (RFQ) 

FOR PROFESSIONAL SERVICES 
 

SUBJECT: COMPREHENSIVE FIVE YEAR TRANSIT 
DEVELOPMENT PLAN 

FOR THE LAREDO URBAN TRANSPORTATION STUDY (MPO) 
 

The Laredo Urban Transportation Study (MPO) solicits professional services for the 
update of the TRANSIT DEVELOPMENT PLAN.   Proposals shall be 
submitted in conformance with the requirements outlined in this RFQ. 
 
Proposals shall be received not later than 4:00 P.M. C.D.T. on October 9th, 2014 in sealed 
envelopes marked "TRANSIT DEVELOPMENT PLAN".  Proposals may be 
mailed to Mr. Gustavo Guevara, Jr. City Secretary, City of Laredo, P.O. Box 579, 
Laredo, Texas 78042-0579, or delivered to Mr. Gustavo Guevara, Jr. City Secretary, 3rd 
floor, City Hall, 1110 Houston St., Laredo, Texas, 78040.  Questions concerning study 
parameters shall be directed to: 
 
Vanessa Guerra, Planner III, MPO Coordinator 
City of Laredo  (956)794-1604 or (956) 794-1623 
Planning Department vguerra@ci.laredo.tx.us 
1120 San Bernardo Ave. 
P.O. Box 579 
Laredo, Texas 78042-0579 
 
Or  
 
Eduardo Bernal 
Planning Manager/Operations Analyst 
Laredo Transit Management Inc. (El Metro) 
401 Scott St. 
Laredo, TX 78040 
Office# 956.795.2250 ext. 123 
Fax# 956.795.2317 
 

for 
________________________________________________________________________________________________________________________________________________________________________ 

Nathan Bratton 
MPO and Planning Director 
City of Laredo 
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INTRODUCTION 
 The Laredo Urban Transportation Study, designated the Metropolitan Planning 
Organization (MPO) for the Laredo urban area, is soliciting qualifications from 
consulting firms to develop and update the comprehensive five-year Transit Development 
Plan (TDP) for the Laredo urbanized area. The purpose of the Transit Development Plan 
is to perform a comprehensive needs based evaluation of the transit system and provide 
recommendations for system enhancement.  The MPO, in coordination with Laredo 
Transit Management, Inc (dba El Metro) will oversee the development of the plan.  The 
Transit Development Plan will cover a five-year period from Fiscal Years of 2016 
through 2021. 
 
Study Area 
 The project will encompass the area within the Metropolitan Area Boundaries. 
 
BACKGROUND 
 The City of Laredo employs the Laredo Transit Management, Inc. (LTMI), doing 
business as El Metro, which is a private non-profit organization to manage transit services 
within the city limits.  Current service consists of two elements:  traditional fixed route 
service and general paratransit service serving ¾ of a mile from the nearest El Metro fixed 
route.  The day-to-day management and actual operations of the transit services are carried 
out under contract with First Transit from Cincinnati, Ohio.  LTMI is governed by the City 
of Laredo Mass Transit Board. 
 
 The City of Laredo’s current population is of approximately 236,000 people and 
ridership is estimated to be at 3.1 million.  Average ridership on the system is 9,500 trips per 
day.  Current fleet includes manages 48 heavy duty buses, 1 rubber-tire trolley and 18 
Paratransit vans.  Facilities include a Compressed Natural Gas (CNG) fueling station and a 
transfer station.  Currently, 22 bus routes operate from Monday through Sunday, 363 days a 
year. 
 
 The Transit Center facility located in downtown Laredo, houses the agency's 
headquarters including the Administrative, Customer Service, and Marketing Departments.  
The total number of employees is 179 includes over 148 coach operators, mechanics, and 
maintenance staff, and 31 professional, clerical, and other employees. The agency’s 
Operations and Maintenance facility is located at 401 Scott Street. 
 
 In addition to buses, the current service includes a fleet of 18 Paratransit mini-buses. 
Paratransit is a curb-to-curb demand response transportation service for people who are 
unable to access fixed route buses.  This specialized transportation service is branded as “El 
Lift”.   El Lift operates throughout a ¾ of a mile of the nearest El Metro fixed route during 
the regular bus hours.  A Paratransit Advisory Committee (PAC) serves as an advisory 
committee that represents the disabled community of the city of Laredo. 
 
OBJECTIVES OF THE TRANSIT DEVELOPMENT STUDY: 
 

1. Provide the foundation for transit decisions by local, regional and State officials; 
2. Provide assessment of existing fixed route service efficiency and effectiveness. 
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3. Incorporate regional coordinated transit planning efforts. 
4. Develop recommendations for a comprehensive bus route restructuring, in 

phases. 
5. Measure the system’s connectivity to essential services.  
6. Identify gaps which preclude the public’s access, including traditionally 

underserved populations, to essential services including housing, employment, 
healthcare, schools/education and recreation. 

7. Set forth an action plan to address transit issues and needs consistent with regional, 
State, and federal policies. 

8. Review future capital and funding needs.  
9. Develop a comprehensive Transit Asset Management Plan required by MAP-21 

regulations. 
10. Review the current Marketing Plan and make recommendations on increasing 

ridership. 
11. Identify capital and operating needs based on data collection and public outreach. 
12. The TDP shall meet all State and Federal requirements for incorporation with the 

Laredo Metropolitan Transportation Plan and comply with all transit elements 
 
SCOPE OF WORK 
 The MPO is seeking a consultant that can not only provide the typical 
qualification(s) to conduct an operational analysis but also have the ability to provide 
innovation, originality, and creativity in examining and proposing service concepts, 
potential market expansions, and system efficiencies.   
  
 The Transit Development Plan (TDP) will review all fixed routes and make 
recommendations on how to improve the deficiencies of low performing routes to determine 
ways of making the entire system more efficient, flexible, and customer-oriented.  It is not 
anticipated that the study proposed would result in an overall route system restructuring but 
significant changes may be made if deemed necessary.  The analysis will examine weekday, 
Saturday, Sunday and Holiday services each independently and in relation to each other.  
While the primary focus is examining the existing system, possible expansions into new 
areas or markets should be recommended if ridership needs assessment, and economic 
feasibility warrants it.   
 
The following items are the work tasks to be included in the TDP. 
 

1. The development, administering, and analysis of a transit rider survey, including a 
transit passenger profile, ridership demographics, passenger travel patterns and 
opinion of service.  Transit staff will assist with emailing, online surveys, and/or 
hand-outs at public meetings.  The survey will also be bilingual.  It will be up to the 
consultant to help determine the required amounts of surveying to ensure results are 
reliable.  It is anticipated that the surveys will be conducted when schools are in 
session.  Onboard surveys will be required to gather data from passengers. 

 
2. Review 2009 Transit Development Plan 

Review prior Transit Development Pan to develop a background report including 
the proposed recommendations and what was implemented. 
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3. The TDP will include an evaluation of current routes and schedules, including a 

route productivity analysis, and recommendations on improvements.  Efforts will be 
concentrated on the lowest performing segments or routes.  The end result is to 
make the routes more efficient, flexible, and customer-oriented.  A closer study is 
required on off-peak hours and all evening service for weekdays, Saturday, Sunday 
and Holidays.  Both fixed-route changes and the possibility of modifying segments 
of the fixed route to new service concepts should be considered.  The plan will 
identify and recommend vehicles types and styles appropriate for the recommended 
service improvements.  Additionally, the plan should identify potential new service 
areas including in the Industrial Parks located in the western/northern part of the city 
and the Cuarto Vientos southern edge near US359/83.  Furthermore, review any 
policy changes that may need to be made to better serve the transit system.  Route 
restructuring recommendations should be designed such that implementation 
phasing prevents loss of ridership and rider dissatisfactions.  

  
 As part of the system evaluation, the following tasks will be performed: 
 

a. A review of El Metro’s fare structure in relation to recommended services. 
b. A review of Title VI issues and how any anticipated service 

recommendations might impact minority neighborhoods. 
c. A review of ADA issues and how any anticipated service recommendations 

might impact persons with disabilities. 
d. An evaluation of and recommendations on how technology should be 

utilized by El Metro.  This should include an assessment of what priority 
technology upgrades should receive in the capital portion of the 
Implementation Plan. 

e. Identification of any unmet transit needs and develop strategies to meet those 
needs 

f. Review and design new on-time performance and route ranking reports to 
identify bus routes with insufficient ridership and recommendations to 
improve or remove those bus routes. 

g. A review of the current Operations and Maintenance Facility and the land 
acquired on Bartlett and Jacaman for the new Operations and Maintenance 
Facility which the design is 100% complete.  

h. Measure the system’s connectivity to essential services.  
i. Identify gaps which preclude the public’s access, including traditionally 

underserved populations, to essential services including housing, 
employment, healthcare, schools/education and recreation as required by 
MAP- 21 

 
4. North and South Laredo Hubs.  The Laredo Transit Center which opened its doors 

in 1997 is currently operational with all bus routes congregating as part of our 
“pulse” transit system.  The TDP will need to include and identify present and future 
needs and or necessities for the development of transfer hub stations both in the 
south and north within the city limits,    

 



5 | P a g e  
 

5. Bus Route Circulars. 
 The TDP will look at any future circular routes between the Laredo Transit Center 
 and large passenger concentrations locations. 

 
6. Assess Capital and Operating Needs. 
 Assess capital needs, asset inventories, and operating needs to develop performance 
 and safety operating performance measures to attain a stated of good repair to 
 comply with MAP-21 regulations.  Integrate assessment results and 
 recommendations into the Transit Development Plan to provide a foundation for the
 Transit Asset Management Plans in compliance with MAP-21. 

 
7. Corridor Analysis.  This study has the opportunity to do some preliminary corridor 

analysis that will help determine if any higher capacity corridors exist in the urban 
area.  Higher capacity can at its simplest terms mean more frequent bus service. 
Local development regulations will be reviewed and recommendations made of how 
to improve them to support transit.  The study will also examine corridors where 
redevelopment at higher densities could help transit have a strong possibility to 
grow.  The opportunity for transit oriented development will be analyzed.  Land use 
scenarios, policy discussions, and rights-of-way analysis could be undertaken to see 
the likelihood of the success of more intense services. 

 
8. Review Current Marketing Plan.  An overview of the current Marketing Plan at El 

Metro.  An analysis to determine if the marketing budget is realistic for a system of 
El Metro’s size.  A discussion of low cost, innovative methods and techniques, and 
recommendations or changes to passenger/public information will be provided.  
Recommend new marketing strategies to promote ridership, a review of the current 
fare structure with the possibility of adding daily, weekly and monthly passes. 

 
9. Implementation Plan.  The consultant will provide a list of recommendations based 

upon necessity that includes all capital and vehicle replacement schedule, operating 
costs, and a financial plan that provides projected costs and identifies funding 
sources in the next five years.   
 

10. The consultant will deliver detailed routes, maps, and schedules for all 
recommendations.  Maps will show major employment areas, housing, schools, 
shopping centers, and medical facilities. 
 

11. Public Involvement Plan.  The study will include a comprehensive and proactive 
approach to public input that solicits and incorporates public comment during the 
study.  This will include presentations and/or updates to the MPO Technical 
Committee, Mass Transit Board and the MPO Policy Committee.  The public 
participation activities will be designed to reach a broad representation of the 
community and will include both existing customers and those who do not currently 
use El Metro services with an emphasis on reaching those who are transportation 
disadvantaged. 
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RESOURCES 

1. Various maps and previous studies compiled by the City of Laredo Planning 
Department, including the Truck Route for the City of Laredo. 

2. Comprehensive Plan of Laredo, Texas 
3. Comprehensive Operating Analysis, First Transit, 2005. 
4. Laredo Transit Development Plan, 2009  
5. ADA Plan Update, 2012 
6. 2010-2035 Metropolitan Transportation Plan 
7. Any other studies or pertinent information as it becomes available. 

 
SUBMITTAL REQUIREMENTS AND RESTRICTIONS 
Ten (10) copies of the RFQ shall be submitted in an 8 1/2” x 11” format for review by a 
Selection Committee.  Submittals shall be limited to fifteen (15) pages in length, exclusive 
of professional resumes, cover sheets, fly leafs, table of contents, dividers, etc., printed on 
one side and single-spaced.  All proposals become the property of the MPO.  The MPO 
reserves the right to reject all proposals and to waive any irregularities. 
  It is the responsibility of all Consultants to examine the entire RFQ package and seek 
clarification of any item or requirement that may not be clear and to check all responses for 
accuracy before submitting a proposal. 
 
The MPO Coordinator, in coordination with LTMI, will serve as the project manager for the 
project.  The MPO shall not be liable for any costs incurred by the Consultants in response 
to the RFQ, or any cost incurred in connection with any discussions, correspondence or 
attendance at interviews or negotiation sessions.   
 
The following items shall be submitted with the proposal.  Failure to include any of these 
items may result in the rejection of a proposal. 
 

1. A cover letter from a principal in the firm submitting the proposal on behalf of their 
company.   

2. The qualifications shall be arranged in the following order.  In some instances the 
proposing firm is asked to discuss how it may approach certain aspects of the study.  
It is recognized that this is a RFQ and a Scope of Services and costs have not been 
negotiated.  The intent of the requirement is to be sure to the evaluators that the firm 
proposing has a general understanding of the type of work that needs to be 
performed based on past experiences:  

a. General Statement of Firm(s) Qualifications – Provide information on the 
firm(s) background and experience in transportation planning, especially bus 
routing and paratransit services. 

b. Qualification of Individuals - Provide brief information on the individuals 
proposed to work on the project.  Detailed resumes can be included in the 
appendix.  Please note each individual role in the study and his or her time 
commitment for this project.  Since specific Scope of Work has not been 
negotiated please list whether it is anticipated the individual will be a 
primary or secondary participant and list general task(s) each may be 
responsible for i.e. route planning, surveying, public involvement, etc.   
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Provide a list of projects that the individual(s) has worked on that are similar 
to those being undertaken in this process. 

3. Provide a brief discussion of the project approach that defines the issues and 
parameters that a mid sized transit agency or city, such as Laredo, could expect 
during the development of a short-range transit plan. 

4. Provide a brief discussion about the uniqueness of a “pulse” system currently 
operational.  Discuss potential “grid” systems and well as challenges. 

5. Provide a brief discussion of how the TDP may be implemented.  Provide a brief 
discussion of how the surveying will be accomplished.  Both an off-and on route 
segmentation survey and an attitudinal and passenger profile survey will occur on 
the bus system.  The consultant has the latitude to propose how the survey can be 
done in the most efficient means while obtaining relative significant data.  Provide a 
brief discussion of how public involvement might be accomplished for this project.  
A proactive public involvement effort will be created that at a minimum meets with: 
El Metro employees, downtown businesses and organizations, citizen advisory 
committees, surrounding neighborhoods, downtown residents, and the general 
public (including seniors and those persons who are disabled).  Discuss any unique 
or innovative techniques that may be applied.  A detailed list of all project 
deliverables, including but not limited to a final report which shall include all primary 
and secondary data collected as part of the project. 

 
Proposals that include a cost estimate for the development of the study SHALL 
NOT be considered. 

 
U.S. DOT STANDARD TITLE VI ASSURANCE 
The Recipient, in accordance with Title VI of the Civil Rights Act of 1964, 78 Stat. 252, 42 
U.S.C. 2000d to 2000-4 and Title 49, Code of Federal Regulations, Department of 
Transportation, Subtitle A, Office of the Secretary, Part 21, Nondiscrimination in Federally-
Assisted programs of the Department of Transportation issued pursuant to such Act, hereby 
notifies all bidders that it will affirmatively insure that in any contract entered into pursuant 
to this advertisement, minority business enterprises will be afforded full opportunity to 
submit bids in response to this invitation and will not be discriminated against on the 
grounds of race, color, or national origin in consideration for an award. 
 
PROJECT MINIMUM REQUIREMENTS: 
Approval from the MPO and the Laredo Mass Transit Board is required for the TDP.  The 
TDP should include the following at a minimum: 
• Execute the contract, conduct initial meetings with the MPO, the City of Laredo, and the 

TDP consultant; 
• Develop a local setting, existing system description (including fleet vehicle age, and 

miles), ridership profile, and ridership survey; 
• Development, administering, an analysis of a transit survey, including transit passenger 

profile survey and a ridership level of activity survey (boardings and alightings). 
• Review and analysis of current operation data including trend analysis and peer analysis; 
• Evaluation of existing transit services and transit programs; 
• Assessment of unmet transit needs and service gaps; 
• Analysis of individual and system route performance; 
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• Guidance in the preparation of annual budgets; 
• Assessment of current/future operating and capital needs and matching with available 

financial resources; 
• Present a Transit Asset Management Plan complying with MAP21 federal regulations. 
  
Twenty-five (25) draft reports shall be provided for the Technical Committee.  Following 
acceptance and approval by the MPO Policy Committee and the Laredo Mass Transit 
Board, forty (40) final reports must be prepared and delivered to the MPO with all 
corrections and comments incorporated in the final version.  Final reports should be 
neatly bound with attractive covers and address the processes and procedures used in this 
study.  The Final report must be submitted within twenty (20) days. The consultant 
should submit five (5) final reports on CD ROM to the MPO in both pdf and word.  
 
Presentations minimum requirement*:  

a. One (1) at Draft to the Technical Committee 
b. One (1) at Final to the Policy Committee  
c. One (1) at Final to the Laredo Mass Transit Board 

 
*Consultant should assume all presentation will occur on separate days. 
 
The MPO will be sole proprietor of the draft and final reports.  Last, the consultant will 
give a presentation to the MPO Technical Committee, the MPO Policy Committee, and 
Laredo Mass Transit Board regarding the findings.   
 
ACCESS TO THE RFQ 
Copies of the RFQ may be obtained by contacting Mr. Miguel Pescador, City of Laredo 
Purchasing Director, at (956) 790-1825 or Ms. Vanessa Guerra, MPO Coordinator, at 956-
794-1604 or by visiting the following website: 
 
http://www.cityoflaredo.com/Bids/Bids.htm 
 
Proposals will be accepted by Gustavo Guevara, City Secretary, until 4 p.m., October 9th, 
2014 and must be addressed to:  
  
 City of Laredo 
 Gustavo Guevara, City Secretary 
 City Hall – 3rd Floor 
 P.O. Box 579 
 Laredo, Texas 78042-0579 


