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COUNTY OF MILWAUKEE
INTEROFFICE COMMUNICATION

DATE:	February 23, 2016

TO:	Michael Mayo, Sr., Chairperson, Transportation, Public Works & Transit Committee

FROM:	Brian Dranzik, Director, Department of Transportation

SUBJECT:	Update on Revenue Vehicle Maintenance Program 


POLICY

This report is for informational purposes only. 


BACKGROUND

Milwaukee County Transit System (MCTS) Maintenance Department Managers and mechanics are responsible for the reliable and safe operation of 410 transit buses.  These vehicles range in age from less than one year to more than fourteen, and have attained on the order of 600,000 vehicle miles at the time that they are retired.  

To keep vehicles operating reliably and safely to such high mileage marks, a strong preventive maintenance (PM) program needs to be in place.  MCTS mechanics perform PM duties every 6,500 miles on buses resulting in an average of 10 buses being serviced and inspected each weekday across the three operating stations.  In fact, MCTS performs 99% of PMs on-time, which is well above the FTA requirement of 80% of PMs on-time.

Despite these efforts, it is grueling on a fleet of vehicles to operate over 18 million miles annually at an average speed of 12 to 14 miles per hour.  Breakdowns occur at times, which in turn cause interruptions in transit service.  In service breakdowns are referred to as road calls, because bus operators call for a replacement bus to be driven out to them.  These interruptions can be costly, especially when bringing a bus with a mechanical issue back to the garage for repairs requires a tow truck.  To avoid this inconvenience for passengers, and the expense of such breakdowns, it is a long-term goal of MCTS to decrease road calls.  To that end, we regularly monitor key performance indicators about the total mileage between road calls.  

The fact that we purchase and maintain a large fleet of vehicles means that we also can run into fleet defects, which are similar to ‘recalls’ in the auto industry.  When we detect a persistent problem across a portion of the fleet, we work with the vehicle manufacturer or a parts supplier to identify the root cause of the problem and put in place a long-term solution.  A few examples follow.  

Recently, we detected a windshield problem with buses that were purchased in 2015.  One bus experienced a loosening of the windshield from the front of the bus while in service.  Since the bus was still early in its warranty period, the bus manufacturer was contacted right away, and Maintenance Department personnel ordered the inspection of windshields on all twenty-eight buses that were part of last year’s delivery.  The inspections resulted in the detection of two additional windshields that were starting to loosen.

Meanwhile, the vehicle manufacturer conducted a root cause analysis of the problem and determined that incorrect fasteners and insufficient bonding materials were applied during production of some of the buses.  A permanent repair was executed by the bus manufacturer within three days.  In addition, the manufacturer agreed to extend the one-year warranty on the front windshield to a full 12-year warranty, and covered the towing expenses for a bus that experienced a loose windshield while in service.  

Maintenance Department Management and mechanics have also identified a problem with the loosening of a couple of rear curb-side wheels.  The wheels in this location are the most likely to be jostled when a bus operator cuts a right turn too short and curbs the bus.  A combination of right-turns, coupled with excess corrosion and/or paint peeling on a wheel can weaken the clamping force at the lug nuts.  This is a problem known in the transit industry.

After contacting the vehicle manufacturer, and other transit systems MCTS determined that a past practice of refurbishing wheels by sand-blasting and re-painting them is in need of updating.  Some other transit systems have transitioned to systematic replacement of wheels around six years of age, which happens to be at the mid-life of vehicles.  The MCTS fleet of buses uses over 2,400 wheels; therefore, we anticipate added expenses on wheels while we move to this new standard and begin to replace wheels that are older than six years, or show excessive wear/corrosion.  

Finally, the MCTS Maintenance Department consists of dedicated maintenance experts, including 100 skilled mechanics.  A culture of safety at MCTS ensures a commitment to addressing vehicle defects and safety concerns as described above as expeditiously as possible.  


RECOMMENDATION

This report is for information purposes only.


Prepared by:    Dan Boehm, Managing Director, MCTS

Approved by:


__________________________________		
  Brian Dranzik					
  Director, Department of Transportation		

cc:	Chris Abele, Milwaukee County Executive
Theodore Lipscomb, Sr., Chairman, County Board of Supervisors
	Kelly Bablitch, Chief of Staff, County Board of Supervisors
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