
 

Islamorada, Village of Islands 
RIDESHARE WORKSHOP 

 

 

May 28, 2026 - 5:30 PM 
Founders Park Community Center 

87000 Overseas Highway 
Islamorada, FL  33036 

 
 

 
The Village Council has resumed the in-person regular meeting format. Virtual participation is 
still available to the public. Please see the last page of the agenda for participation details 
 

AGENDA 
I. CALL TO ORDER 
II. PUBLIC COMMENT 
III. RIDESHARE PROPOSALS  
  A. RFP 26-03 Rideshare Services Proposals  

IV. ADJOURNMENT 
 
 
Options for Viewing the Village Council Meeting: 
The public is encouraged to watch the meeting on Monroe County’s MCTV Comcast Channel 
77. Alternatively, the public may view the meeting streamed live on the Village website from 
their personal computer, tablet or phone via the following link: 
https://www.islamorada.fl.us/departments/communications/live_village_broadcast_meeting.php 
 
[PUBLIC_PARTICPATION] 
 
Option 1: Email your comments. 
1. Public comment should be submitted via email to: public.comment@islamorada.fl.us 
2. The email should contain “Public Comment” in the subject line. 
3. The name and address of the submitter shall be included in the email. 
4. Public comment should be submitted by 9 a.m. the day before the meeting. Public comment 
will be sent to the Village Councilmembers for consideration prior to the meeting. Public 
comments will not be read during the meeting. 
 
 
 
Option 2: Call in During the Meeting. 
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• If phoning in, dial 305-224-1968 and enter the webinar ID: 818 2913 6981 followed by #. 
When the Mayor opens public comment pertaining to the agenda item you are interested in 
dial *9 to be recognized by the 
Zoom meeting monitor. 
• If watching online via Zoom: Open the Zoom webinar 
link https://us06web.zoom.us/j/81829136981 and follow the prompts to join the webinar. When 
the Moderator opens public comment use the “raise 
your hand” feature to be recognized by the Village Clerk 
 
ADA Assistance: 
These meetings are open to the public. In accordance with the Americans with Disabilities Act 
of 1990, all persons who are disabled and who need special accommodations to participate in 
this meeting because of that disability should contact the ADA Coordinator at (305) 664-6448 
or by email at ADA@islamorada.fl.us at least 48 hours before the scheduled meeting 
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Exhibit A
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On-Demand Electric Vehicle 
Ridesharing Services 

Islamorada, Village of Islands, Florida  

 

 

 

 
 
 

Prepared by: Circuit Transit Inc. 
501 East Las Olas Blvd Suite 300, Fort Lauderdale, FL 33301 
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jason@ridecircuit.com | 305-494-1612 
 
 

Monday, April 13th, 2026  
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1. Cover Letter & Company Overview 
Islamorada, Village of Islands 
Attn: Village Clerk 
86800 Overseas Highway 
Islamorada, Florida 33036 
 
Re: Request for Proposals – On-Demand Electric Vehicle Ridesharing Services ( #26-03) 
 
Dear Evaluation Committee Members,​
 
 Thank you for the opportunity to submit a proposal to be the operating partner for the 
Islamorada on-demand microtransit program. We commend the Village for continuing to 
embrace microtransit as a solution to improve mobility, reduce congestion, and better 
serve both residents and visitors. 
 
Like many innovative communities, you made a meaningful leap into microtransit—one that 
reflects a commitment to modern, flexible transportation. Through our close ties to 
Islamorada, and through conversations with friends, family, the media, and colleagues who 
have personally used the service, we’ve had the opportunity to see firsthand both the 
promise of that vision and where the current service has faced challenges. 
 
What we’ve consistently observed is that earlier approaches struggled in two key areas: 
achieving long-term financial sustainability by  fully integrating the service into the local 
business ecosystem and aligning actual driver hours with the hours of operation. In many 
cases, this stems from initial program designs that prioritized low upfront cost over 
long-term performance—an approach that can unintentionally create a gap between 
service expectations and what can be sustainably and reliably delivered. 
 
Circuit’s proposal is specifically designed to address both of these challenges head-on. 
We believe it is critical to align program scope with realistic, sustainable funding levels from 
the outset. As such, we have outlined a solution that can either scale to meet the full vision 
at an appropriate investment level, or deliver a right-sized, high-performing service 
within the Village’s target budget. In both cases, our focus remains the same: delivering a 
reliable, high-quality rider experience supported by a financially viable model that is deeply 
connected to the local economy. 
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Company Overview & Qualifications 
Founded in 2011, Circuit has grown into the nation’s leader in 100% electric, 
community-based transit. Over the last 15 years, we have transported over 10 million riders 
across more than 50 communities without burning an ounce of gas. No other provider 
brings the experience managing exclusively all-electric fleets across the United States. Our 
mission is to connect communities through clean, efficient, and equitable transportation. 
 
Circuit provides a fully integrated, turnkey solution that includes: 
 

●​ 100% electric vehicle fleets and charging strategy 
●​ Local hiring and management of professional W-2 Driver Ambassadors 
●​ Proprietary rider app and dispatch technology with dynamic pooling 
●​ Real-time data dashboards and reporting tools for clients 
●​ Community engagement, marketing, and partnership development 

 
This vertically integrated model ensures full accountability, faster implementation 
timelines, and a higher-quality rider experience compared to fragmented or 
subcontracted approaches. 
 
Today, Circuit operates across 7 states and Washington, D.C., supported by a fleet of 300+ 
electric vehicles and a team of 500+ trained W-2 employees. Our services have delivered 
meaningful community impact nationwide while maintaining industry-leading performance 
metrics, including high rider satisfaction, efficient pooling rates, and consistently low wait 
times. 
 
Proven Experience & Performance 
Circuit has successfully designed, launched, and operated services in a wide range of 
environments—from dense urban cores to suburban communities—demonstrating 
adaptability and scalability across different service models. Our portfolio includes: 
 

●​ Deep South Florida experience, with long-standing operations in major cities like 
Fort Lauderdale, West Palm Beach, and Hollywood—supporting daily mobility for 
residents and visitors in high-demand, tourism-driven environments 

●​ Tourism and hospitality partnerships, including programs that connect hotels, 
beaches, and downtown corridors—helping cities reduce congestion while 
enhancing visitor experience and supporting local economies 

●​ Long-term municipal partnerships, such as New Rochelle, NY (operating since 2019 
with hundreds of thousands of passengers served) 

●​ State-funded mobility programs, including NYSERDA Clean Transportation 
projects delivering thousands of monthly rides 100% funded by NY State. 
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●​ Public-private partnerships, such as Bellevue, WA, where Circuit helped secure 
additional funding from major partners like Amazon to sustain and grow the program 

●​ Community-focused shuttle services, connecting underserved populations to 
jobs, healthcare, and transit 

 
Across these deployments, Circuit consistently exceeds key performance indicators 
related to wait times, utilization, and customer satisfaction while maintaining a strong focus 
on equity and accessibility.  
 
Commitment to Community & Workforce 
At the heart of every Circuit program is a simple belief: the people operating the service 
should be part of the community it serves. When a new program launches, we don’t just 
import a workforce—we build one locally. We recruit from within the Village, creating stable, 
well-paying W-2 jobs and training Driver Ambassadors who know the streets, the 
neighborhoods, and the people they serve. 
 
This approach transforms the service from a transportation option into a community asset. 
Riders aren’t stepping into a generic vehicle—they’re greeted by someone who 
understands their daily routines, can share local knowledge, make recommendations, and 
represents the spirit of the Village. Over time, these interactions build familiarity, trust, and 
pride in the service. 
 
The result is a program that feels locally owned, not externally operated—delivering not 
only high-quality service, but also meaningful economic impact that stays within the 
community. 
 
Industry Leadership & Innovation 
We are not simply a service provider—we operate as a long-term partner, evolving 
programs alongside the cities we serve. Our approach doesn’t end at launch; in many ways, 
that’s where the real work begins. 
 
In New Rochelle, for example, what started as a small pilot has grown into a six-year 
program that has continuously adapted based on rider demand, shifting travel patterns, 
and City priorities. In Bellevue, ongoing data analysis and close coordination with local 
stakeholders led to service improvements and the introduction of new funding partners, 
extending and strengthening the program over time. These are not static systems—they 
are living services that improve through constant iteration. 
 
Our proprietary technology and real-time data platform make this possible. We don’t just 
collect data—we translate it into action: adjusting service zones, optimizing vehicle 
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deployment, improving wait times, and identifying opportunities for expansion or cost 
savings. This continuous feedback loop ensures that each program becomes more 
efficient, more responsive, and more valuable year after year. 
 
By combining hands-on operational expertise, purpose-built technology, and a 
community-first mindset, Circuit delivers more than a transportation service—we deliver a 
program that grows with the Village and creates lasting impact. 
 
Sustainability Through Partnership 
Circuit’s model is designed not just to operate service, but to reshape how it is funded and 
sustained over time. 
 
In many of the communities we serve, the initial question is the same: how do we deliver 
high-quality service without placing the full burden on Islamorada? Our answer has been 
to build programs that are supported by the very ecosystems they serve. 

 
Across our portfolio, Circuit 
has helped generate millions 
of dollars in advertising and 
partnership revenue, 
transforming microtransit 
from a cost center into a 
shared investment. In 
markets with strong tourism 
and hospitality sectors, 
we’ve partnered with hotels, 
resorts, and major employers 
who directly benefit from 
improved mobility—whether 
it’s helping guests move 

seamlessly between destinations or ensuring employees have reliable transportation. 
These partners don’t just support the service—they help sustain and grow it. 
 
Rather than applying a one-size-fits-all model, we layer in targeted, flexible strategies that 
reflect how people actually move within a community. In some areas, that means 
business-sponsored rides that allow visitors to travel freely between key destinations. In 
others, it includes resident-focused pricing programs that maintain affordability while 
encouraging consistent use. Where appropriate, modest tiered pricing for high-demand 
destinations helps balance demand and recover costs—without compromising 
accessibility. 
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The result is a system that feels intuitive to riders, valuable to local businesses, and 
financially sustainable for the Village. Instead of relying solely on public funding, the service 
becomes part of a broader economic network—one that supports mobility, drives local 
activity, and continuously reinvests back into the program. 
 
Florida-Based. Florida-Tested. 
Circuit has operated successfully in Florida 
for more than a decade and is 
headquartered in Fort Lauderdale. Florida is 
one of our most established and mature 
operating regions, and our leadership team 
has deep experience delivering municipal 
microtransit programs throughout South 
Florida and along the Atlantic coast. 
 
We have partnered with cities across 
Broward and Palm Beach Counties, including 
long-running programs in Fort Lauderdale, 
Hollywood, West Palm Beach, and Pompano 
Beach, providing fully electric community 
circulators, downtown mobility services, and 
first-mile/last-mile connections that reduce 
congestion and improve access to local 
businesses, transit hubs, and waterfront 
districts. These partnerships reflect our 
ability to operate in tourism-driven 
economies, dense downtown corridors, and 
mixed residential-commercial environments 
common throughout South Florida. 
 
Our Florida operations have been shaped by the realities of the region. We have extensive 
experience managing seasonal population swings, special event traffic patterns, hurricane 
preparedness planning, and extreme heat conditions that directly impact fleet 
performance and driver scheduling. Our preventative maintenance programs account for 
high-temperature battery management and coastal corrosion exposure, and we maintain 
established relationships with Florida-based EV dealerships, charging infrastructure 
providers, and service vendors to ensure rapid response and minimal downtime. 
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Because Florida is our home base, we are deeply familiar with the state’s procurement 
standards, insurance requirements, municipal reporting expectations, and public meeting 
transparency requirements. Our executive leadership and regional operations teams 
regularly engage with managers, commissioners, and economic development leaders 
across the state, ensuring that our services align with broader sustainability, tourism, and 
economic vitality goals. 
 
Transparent & Reliable Pricing 
While Circuit may not present the lowest initial hourly rate, our pricing is fully transparent, 
stable, and operationally grounded. 
 
Public agencies should carefully evaluate proposals that rely on artificially low 
introductory rates for the pilot or first years,  which are often contingent on assumptions 
such as maximum utilization or limited fleet deployment. These models frequently result in: 
 

●​ Requests for additional vehicles to meet demand 
●​ Increased costs if projected service hours are not achieved 
●​ Mid-contract pricing adjustments to sustain operations 

 
Circuit’s approach is different: our pricing reflects the true cost of delivering reliable,  
high-quality service from day one—with no hidden conditions or post-award adjustments. 
What ultimately differentiates Circuit is our operations-first model and full-service 
approach. While many providers focus primarily on software or offer fragmented solutions, 
Circuit delivers a fully integrated system—combining vehicles, drivers, technology, 
maintenance, and customer service under one accountable partner. This structure allows 
us to consistently outperform competitors on key metrics like wait times, reliability, and 
rider satisfaction, while maintaining full transparency with our partners. 
 
In contrast to local operators that may lack scale, or national firms that rely on 
subcontracted labor and non-electric fleets, Circuit uniquely combines national expertise 
with local execution. Our commitment to a 100% electric fleet, W-2 employed drivers, and 
hands-on operational management ensures a higher quality, safer, and more consistent 
service. As illustrated in the comparison chart, this combination of performance, 
technology, and operational control enables Circuit to deliver a more reliable, scalable, and 
financially sustainable program than other providers in the market. 
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Similar Services 
Circuit has successfully implemented and operated similar microtransit services in a variety 
of comparable markets throughout the Country.  Circuit’s major municipal and institutional 
partners include over 40 cities  and multiple public-private partnerships with major 
employers such as Amazon. These partnerships reflect our ability to operate in dense urban 
environments, tourism-based economies, transit-oriented districts, and equity-focused 
community programs.  
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References 
Name & Agency Address Contact Information 

Naresh Machavarapu 
City of Boca Raton 

201 West Palmetto Park Road 
Boca Raton, Florida 33432 

nmachavarapu@ci.boca-raton.fl.us 
561-416-3387 

Jeff Lantz 
City of Pompano Beach 

100 West Atlantic Blvd. 
Pompano Beach, FL 33060 

jeff.lantz@copbfl.com 
(954) 786-5580 

Ekaete Ekwere 
City of Fort Lauderdale 

100 N Andrews Ave, Fort 
Lauderdale, FL 33301 

EEkwere@fortlauderdale.gov 
954-828-4698 

 

Circuit is not simply a service provider—we are a long-term partner committed to delivering 
a system that is operationally financially sustainable, and embraced by the community. 
 
We are excited about the opportunity to bring our experience, innovation, and 
partnership-driven model to your Village, and we look forward to working together to build 
a best-in-class microtransit program. 

Sincerely, 

 

Jason Bagley 
Corporate Secretary 
Circuit Transit 
jason@ridecircuit.com 
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2. Operational Plan 
After thoroughly reviewing the RFP document, past data reports and bringing our 
experience operating electric microtransit services across the country, we have put 
together an operational approach for the program that meets all requirements as outlined 
within the scope of work (SOW). Circuit can meet and exceed all requirements and we look 
forward to the opportunity to deliver renewed operational excellence to Islamorada.  
 
Key Personnel 
Circuit's core project team brings decades of combined experience in Village-based 
100% electric transportation services.  Upon award we will establish a dedicated, 
locally-based driver team and supervisor for the Islamorada operation, ensuring direct 
oversight and accountability. This team will be led by a full-time, salaried, Local Supervisor 
responsible for all aspects of the service and will be a direct operational contact for Village 
Staff and private partners. This local team will have the full backing of Circuit's national 
corporate leadership whose decades of extensive operations experience informs our 
best-in-class operational practices. This section details our corporate team and support 
functions available to Islamorada.  
 
Company Principals 

James Mirras - Co-Founder and COO 
James oversees our operations & finance teams and will be involved in 
contracting, planning and set up of operations, as well as quality control. 
He has 15+ years of experience in electric transportation services similar 
to those requested by this RFP. His attention to detail, people skills, and 
strong work ethic helped create a solid foundation that the company has 

been able to grow from. Justin Lottie & Grey Davis report directly to James. 
 

Alexander Esposito - Co-Founder and CEO 
Alex similarly brings 15+ years of experience building and deploying EV 
transit services. He holds a BS and MBA from Bentley University.  A 
Forbes Next 1000 Entrepreneur and ACT 40 under 40, he’s been a 
featured contributor at Smart Cities NY, CoMotion, 20-20 Cities, AWS 
Smart Cities, Urban-X and LACI. He focuses now on building strategic 

partnerships with other players in the transit space, learning from current customers and 
speaking at public engagements to drive the growth of the industry. 
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Core Project Team 
Jason Bagley - Sr. Account Director, Florida (Main POC) 
Jason brings 14+ years of experience managing similar services in South 
Florida. Jason builds relationships with cities, counties and transit 
agencies to enhance public transit offerings.  Following contract signing, 
Jason will assist the Village in identifying and securing additional funding 
partners for the long-term sustainability of the program, work  with the 

Village for regular data reports, biweekly check-ins, represent Circuit & Islamorada at 
community events, and liaison between the Circuit operations team. 
 

Justin Lottie - Head of Service Operations 
Justin oversees service operations for the entire US. He has over 13 years 
of experience of operations and supply chain management with a focus 
on multi-modal transportation positively influencing operational 
performance and innovation. Prior to Circuit, he was the Senior Director 
of operations for CitiBike, the largest bikeshare program in the country 

with 26,000 bikes across New York City and parts of New Jersey. He will support the initial 
implementation of the services before transitioning control to Raul & Bob. 
 

Raul Toro - Area Operations Manager  
Raul oversees local operations in the South Florida Region to ensure 
smooth and efficient service delivery across the area. He’s heavily 
focused on mentoring and coaching our operations leads and oversees 
our strategic planning, execution, forecasting for the area. Raul is a U.S. 
Veteran with extensive operational and managerial experience in the 

micro-mobility industry. He’ll work directly under Justin Lottie for Islamorada to ensure 
day-to-day service delivery and support Bob. 
 

 
Bob McClure - Local Operations Manager   
Bob McClure will be the boots-on-the-ground lead responsible for the 
physical rollout of the Islamorada transit service. His focus will be on 
operational readiness, from managing the logistics of the launch and 
ribbon-cutting event to coordinating with local businesses to ensure 
seamless route integration and stop accessibility. Bob will oversee the 
practical side of rider education—ensuring passengers know exactly 

how to board and navigate the system—while managing the collection of direct rider 
feedback to fine-tune service frequency and reliability. He’ll be tracking operational 
performance to ensure the fleet is running efficiently and that all physical branding on the 
vehicles and signage meets high standards 
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The team behind the team 
Circuit's operations structure is driven by a focus on grounds-up, community-driven 
operations. We've found this structure to be extremely effective for municipal-based 
transit services that require a local touch while delivering the national experience that 
Circuit's support team brings. This structure gives Islamorada  a local team that works 
closely with Village staff to manage daily operations. This team is fully supported by our 
national central support teams who are working behind the scenes to support our local 
operations team and are available to the Village for all marketing materials, social media 
posts, technology questions or developments, and ensuring high level safety and quality 
control. Jason Bagley, the Islamorada partnerships manager will be the main point of 
contact alongside the local operations manager.  
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2.1 Vehicles 
Circuit proposes a primary fleet of Volkswagen ID.Buzz and Ford E-Transit Wheelchair 
Accessible Vans. Our standard model often includes a mix of EVs to optimize efficiency and 
Circuit remains open to incorporating the Kia Niro any other EV on the market. This could 
further reduce costs of the program without a drop in service quality. 
 

Ford E-Transit Van w/ ADA Accesibility 

 

The Ford E-Transit Van is a powerhouse of clean, 
high-capacity mobility, tailored for full ADA 
accessibility and efficient pooling in 
point-to-point transport. Fully electric and 
fleet-ready the E-Transit delivers on both 
performance and sustainability, comfortably 
fitting 7 - 9 passengers with generous 
headroom and sliding door access for fast 
boarding. The ADA version is wheelchair 
accessible with side-loading. 

Seating Capacity and Specs 

●​ 130+ miles per charge 
●​ Seating for 7 - 9 passengers with 1 wheelchair position 
●​ Length 218 inches. Width 97 inches. Height 99 inches. 

Safety Comfort 

●​ Tire Pressure Monitoring System 
●​ Safety Canopy System with 

Side-Curtain Airbag 
●​ 4-wheel Anti-lock Disc Brakes 
●​ SOS Post-Crash Alert System 
●​ Post-Collision Braking 
●​ Pre-Collision Assist with Automatic 

Emergency Braking (AEB) 
●​ Forward Collision Warning 
●​ Lane-Keeping System 

●​ Climate Control: Heat & Air 
Conditioning 

●​ Quiet Operation: Electric motor 
ensures a silent ride, enhancing 
passenger comfort. 

●​ Electronic sliding door 
●​ Low safety step for easy boarding 
●​ Multiple seat configurations to 

maximize seats or space within vehicle 
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Volkswagen ID.Buzz 

 

EV SUVs bring together spaciousness, style, and sustainability. These larger vehicles 
accommodate 5-7 passengers or more without sacrificing ride comfort or electric efficiency. 

Passengers enjoy advanced climate features, USB ports, and a smooth, quiet drive. The ID.Buzz in 
particular offers riders a seamless boarding experience with automatic doors. 

Seating Capacity and Specs 

●​ 230+ miles per charge 
●​ Seating for 5-6 passengers 
●​ Length 195 inches. Width 87 inches. Height 75 inches.  

Safety and Comfort 

Safety: 
●​ Adaptive Cruise Control (IQ.Drive suite) 
●​ Multiple airbags with reinforced passenger protection 
●​ Park Assist Plus with 360° cameras 
●​ Emergency Assist (driver inactivity intervention) 
●​ Forward Collision Warning with Autonomous Emergency Braking 

Comfort: 
●​ Dual-zone Climate Control 
●​ Built-in USB ports 
●​ Low step-in height & automatic doors 
●​ Quiet electric drivetrain for reduced cabin noise 
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Optional Future Fixed Route EV Shuttle Capabilities 
eJest (WAV) 

 

The Damera eJest is the premier electric 
minibus for the 15+ passenger & ADA class. 

Custom made by Damera & Karsen, the vehicle 
has proven deployments throughout the U.S. in 
Canada. This is our recommended option for 
fixed route services in Islamorada due to its 
proven success in South Florida, bike racks, 

and ability to house standing passengers. 

Seating Capacity and Specs 

●​ 130+ miles per charge 
●​ Seating for up to 18 passengers and a wheelchair (includes standing room) 
●​ Length: 230.4 inches; Width: 82.7 inches; Height: 112.8 inches 
●​ Bike rack options available 

Safety and Comfort 

Safety: 
●​ Hydraulic Disc Brakes equipped on both 

front and rear wheels. 
●​ Four-wheel independent suspension 

enhances stability and control. 
●​ Low-Floor Design facilitates easy 

boarding and alighting. 
●​ Utilizes cobalt-free lithium-ion batteries, 

reducing fire risk and enhancing safety. 
●​ Cataphoresis coating and undercoating. 

Comfort: 
●​ Large windows provide ample natural 

light and scenic views. 
●​ Interior LED lights create a pleasant 

ambiance for passengers. 
●​ USB Charging Ports available. 
●​ An electric motor ensures a silent ride, 

enhancing passenger comfort. 
●​ Separate HVAC systems for driver and 

passengers temperatures. 

 
Maintenance 
We’ve always used EVs because of their impact, efficiency, and 
cost-effective nature. EVs require a different slate of 
maintenance and safety & technician planning than diesel 
vehicles giving us a unique advantage over other vendors who 
are less experienced. Our fleet program is built to do two things:  
 

1.​ Prevent service disruptions. 
2.​ Protect long-term vehicle health.  

 
Circuit is proud to state that we utilize fully in-house Mobile Service Technicians for rapid 
response and preventive checks, supported by certified local partners or OEMs for heavy 
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repairs. This ensures that most issues are resolved immediately without the vehicle being 
shipped elsewhere like most other providers. 
 
Fleet Maintenance Technology 
Our proactive maintenance programs go beyond manufacturer recommendations to 
ensure peak performance in Islamorada. By using Fleetio, a real-time fleet management 
platform, we track every work order and inspection to provide our team with live visibility 
and a clear audit trail. Real-time data allows us to predict potential issues and respond to 
incidents faster. Our system is specifically tailored for optimal EV performance and battery 
longevity using an unmatched level of industry expertise. 
All our vehicles are equipped with AI-enabled Samsara telematics. 
Samsara is a sophisticated system that provides real-time vehicle 
monitoring and AI-driven safety alerts. We use Samsara’s real-time 
diagnostic connector to monitor vehicle health remotely. If a vehicle 
throws a battery fault code or a tire pressure warning mid-shift, our 
dispatch team sees it instantly and can route the vehicle to 
maintenance before a breakdown occurs on the road. 
 By measuring metrics like speeding events, harsh braking events, and 
accident rates, we can objectively measure the effectiveness of our safety initiatives and 
driver training. In 2025, Circuit received a 98/100 national safety score by Samsara. 

​ On-Demand Electric Vehicle Ridesharing Services | 21 

Page 99 of 131



 

 
A Proactive, Technology-Driven Maintenance Program 
Circuit implements a rigorous PMP that exceeds standard manufacturer 
guidelines: 

●​ Daily "Pre-Trip" Inspections: Before every shift, Driver 
Ambassadors conduct a digitized inspection via the Circuit app.This 
ensures that vehicles are ready to go before ever leaving the 
facilities and any potential issues are resolved before they happen. 

●​ Regular "Deep Dive" Inspections: Our local Mobile Service 
Technician performs a hands-on inspection of critical systems: 

○​ Braking & Suspension: Checking for wear and tear from 
potholes/salt. 

○​ Battery Health: Verifying state-of-health (SoH) and range 
consistency. 

○​ HVAC Core Check: Testing the vapor injection heat pumps 
(on E-Transits) to ensure efficiency. 
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Maintenance Staffing & Workflow  
Circuit appoints a dedicated Regional Fleet Manager who oversees the fleet's health.  

●​ In-House Mobile Techs: For routine service (filters, lights, software updates, minor 
trim), our mobile technicians service the vehicles on-site at the overnight depot 
(e.g., Whooley Way or Arsenal corridor). This eliminates the "portal time" of driving to 
a shop and keeps vehicles available for revenue service. 

●​ Certified Heavy Repair Partners: For major warranty work or body repairs, we 
partner with certified Ford Pro (or OEM equivalent) service centers in the Greater 
Boston area to ensure warranty compliance. 

 
Circuit guarantees a safe, reliable, and pristine fleet of all-electric vehicles for the 
Islamorada service. Our approach to fleet management is built on over a decade of 
EV-specific operational experience and combines proactive, technology-driven 
maintenance with a commitment to providing a superior rider experience. 
 
Fleet Acquisition 
Circuit leverages our robust vehicle acquisition and leasing channels across the United 
States to guarantee quick turnaround for a fleet that is new and tailored specifically to the 
needs of each service. We have relationships with industry leading EV OEM Partners such as 
KIA, Tesla, Ford, & Toyota; this includes strong existing relationships with local dealerships 
and external service providers within communities that we have developed over more than 
a decade of operations. Our close relationships with our partners allow us to launch 
services quickly at competitive rates, and enable us to support a variety of fleet 
configurations as the service needs evolve in the future.  
 
 
Charging Infrastructure & Utility Coordination 
Circuit acknowledges and accepts the Village’s provision of four (4) designated parking 
spaces at 86800 Overseas Highway for fleet charging and storage. As a turnkey operator 
with extensive experience in Florida-based EV infrastructure, Circuit will assume full 
responsibility for any necessary procurement and installation of the charging 
infrastructure. Furthermore, Circuit agrees to cover utility costs associated with the 
electricity used for the service. Our proactive fleet management team will ensure the 
equipment is maintained to the highest safety and performance standards, ensuring 100% 
service uptime while eliminating any technical or financial burden on the Village. If the city 
would like to receive further cost savings, we will give a larger discount for the Village 
covering utility/electricity costs. 
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2.2 Operation & Service Times 
In Circuit's turnkey experience, best practice for service designs rely upon effectively 
balancing supply of vehicles (based on available budget), demand generation, and 
anticipated average trip distance. While our industry-leading pooling algorithm delivers 
the highest passenger per vehicle hour (PPVH) rates in 
the microtransit services, physical limitations of service 
zones can materially hamper program success if not 
properly incorporated. 
 
We would recommend implementing designated 
zones within the coverage area and associated vehicle 
routing policies. Circuit will utilize a zoning strategy to 
ensure vehicles are distributed strategically across the 
coverage area and the right vehicles are dispatched for 
the right trips without negatively impacting efficiency 
 
Based upon our understanding of the project, past 
performance and our experience operating dozens of similar programs, we anticipate that 
our service recommendations could deliver the below performance: 
 

Project Parameters Circuit Recommendations 

Recommended Fleet 2 VW ID.Buzz & 1 ADA Ford E-Transit 

Weekly Hours of Operation 119 Hours/Week 
Mon - Sun: 7am to 12am 

Project Performance Metrics With Circuit 

Projected Monthly Demand 4,500 - 5,500 

Rider Satisfaction 
Measured through surveys & ride ratings >4.85/5 

Average Wait Times 
Wait times can  be reduced through fleet increases 
or trip restrictions in the rider app. 

>15 Minutes 

 

​ On-Demand Electric Vehicle Ridesharing Services | 24 

Page 102 of 131



 

2.3 Performance and Reporting 
We pride ourselves on delivering our partners streamlined data visualization and reporting 
features to help drive continuous service optimization and efficiency. In addition to 
receiving regular reports from your dedicated success manager, Jason, we will provide all 
relevant staff from the village of Islamorada with 24/ 7 access to a comprehensive 
customer data portal that is visualized and filterable by time period. This includes the ability 
to aggregate, filter, and download data in various formats. Our reporting capabilities 
exceed all requirements laid out within the RFP. 
 

 
 

Reportable metrics include-but is not limited to: 
●​ Total boardings per month broken 

down by the following: 
○​ Resident/non-resident 
○​ Age 
○​ Wheelchair user 

●​ Avg weekday boardings 
●​ Number of completed rides 
●​ Avg journey time 
●​ Avg distance per ride 
●​ Avg passengers per vehicle hour) 
●​ Ridership 

○​ Filterable by time period 
(hour, day, month, year) 

●​ Vehicle miles & hours driven 

●​ No show rates 
●​ Cancellation rate 
●​ Average wait time 

○​ Wait time buckets (5-10  
min; 10-15; 15-20; etc.) 

●​ Avg percentage of on-time pick 
up requests based upon 
estimated time of arrival provided 
to rider in app 

●​ Avg percentage of requested 
rides completed 

●​ Top pick-up and drop-off 
locations 

●​ Percentage of rides shared 
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Customizable Report Builder for FDOT Reporting 
To provide easy reporting visualization & exports for our partners, we also have an aspect of 
the portal that will allow any staff member logged into the platform to customize their own 
report by metric, dates, and time. These can be quickly saved for regular export usage in 
presentations, reports and reporting for the FDOT grant. 
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Monthly Reports and Custom Analysis 
In addition to dashboard access, Circuit can deliver at the partner's request: 

●​ Monthly reports summarizing performance against the above  KPIs 
●​ Service optimization insights (e.g., stop-level heatmaps, route efficiency metrics) 
●​ Ad-hoc reports upon request to support grant applications, community 

presentations, or planning initiatives​
 

All reports can be customized to support strategic goals such as a goal to reduce vehicle 
miles traveled by single occupancy vehicles, or improve access for individuals with 
disabilities. Examples of parts of reports are below: 
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Surveys 
Circuit integrates direct rider feedback mechanisms into the app, providing immediate 
insights into rider satisfaction and service performance. Complementing quantitative data, 
we proactively administer regular rider surveys to gather qualitative insights on rider 
demographics, travel behavior, mode shifts, and overall service impact, enabling 
continuous, targeted improvements for the Village of Islamorada 
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2.4 Tech Solutions: Software Features & Functionality 
User Experience & Requesting a Ride 
The Rider experience is at the center of everything Circuit does, from 
making sure that our app is as easy to learn and use to ensuring that 
our vehicles are in the best operational condition. We take pride in 
our ability to deliver an exceptional rider experience, given by one of 
our Driver Ambassadors that is hired directly from the local 
community they serve.  Circuit's services all live within the RideCircuit 
mobile app, allowing for seamless use between nearby programs 
rather than separate applications for each (an experience that 
negatively affects riders adoption of a new service).  
 
Circuit’s proprietary mobile application available for iOS and 
Android phones allows rides to be requested on-demand anywhere 
within a geofenced location. It is designed to be as user-friendly as 
possible and make requesting a ride simple and straightforward. 
We've detailed below key elements of how the rider experience will 
work: 
 

●​ Using the RideCircuit App - When opening the app, the user 
will be shown their nearest location to view the coverage 
map, the location's hours of operation, how busy the service currently is, and add 
payment methods if required for their location. Once a ride is requested, Circuit's 
app allows users to view the location of the assigned car while it is on its way to pick 
them up - It displays the vehicle's real-time location and alerts the user when the 
driver is close to the pick-up point. Depending on Islamorada' preferences, we can 
also include a hands-free call from the driver when they're approaching the rider. 

 
Requesting a ride within the Circuit app is extremely simple and user-friendly. It can be 
completed in 4 key steps: 
 

1.​ Enter your desired pick-up & drop off location. 
2.​ Select how many passengers are in your group. 

a.​ Click yes to the ADA option if anyone in your party has a mobility 
related disability or is in a wheelchair. 

3.​ Click “Request” to display your estimated wait time and driver location. 
4.​ Get in once your Circuit vehicle arrives and enjoy the ride! 
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●​ Call Center - We recognize that not all residents are comfortable with smartphone 
apps. We will operate a live call center staffed with trained reservationists who can 
book trips, manage accounts, and provide real-time updates. This ensures that 
seniors and those without internet access have a simple and reliable way to use the 
service. 

 
●​ Routing & Pooling Algorithm - Circuit's technology employs a pooling algorithm to 

identify the most optimally suited Driver Ambassador based on multiple factors 
including, passengers in vehicle and in request, vehicle route and distance to 
request, location of next drop-off, ADA requirements and more. All requests are 
integrated into the dynamic pooling system regardless of the method that the trip is 
booked, allowing the algorithm to account for them just as it does for app-based 
requests. The driver app provides real-time updates and routes the driver in the  
most optimal path to pick up all riders in the queue, enhancing efficiency and 
reducing wait times. Circuit's pooling technology is the most 
efficient in the industry, leading to the delivery of the highest 
passenger per vehicle hour microtransit services in the country 
(Pompano Beach averages 9.29). 

 
●​ Fare Collection Capabilities - Our system is built to handle any 

fare capabilities the Village desires. The system can support 
complex, tiered fare structures to ensure different rider types 
(e.g., seniors or persons with disabilities) are accurately 
accounted for and any discounts are properly given. Circuit’s 
platform also has an open API allowing it to integrate with 
third-party fare collection systems or other transit platforms 
should the Village require it in the future. 

 
●​ System Uptime  - Circuit averages a 99.9% system availability 

and provides 24/7 technical monitoring to ensure zero service 
interruptions. We’ve never taken the Ride Platform down for maintenance and push 
updates out real time.  
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Real-time Monitoring and Analytics 
Circuit utilizes a 100% proprietary, cloud-based technology stack developed specifically 
for electric microtransit. Unlike others who license third-party software, Circuit owns its 
code, allowing for rapid customization and seamless integration between the hardware in 
the vehicles and the software used by riders and staff. In order to provide effective delivery 
of our services, we also have developed a rider app that is connected to our backend 
management dashboard. 

●​ Driver Interface (Circuit Rider App): Each driver is supplied with a smart phone 
running the Circuit Driver App that is attached hands-free inside the vehicle. This 
hardware provides driver routing and instant manifesting of shared rides. It also 
tracks vehicle metrics and records backend driver data points. 

●​ Backend Management Dashboard (Cloud-Based): This secure, web-based 
platform houses our admin dashboard which our team utilizes to manage 
day-to-day operations remotely and deliver analytics for service operations. Key 
features include: 

○​ Analytics & Reporting: Instant access to trip volume, wait times, and 
passenger demographics and other items  

○​ Admin Live Map: Real-time GPS tracking of all active vehicles and ride 
requests that are in the queue. 
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○​ Automated Dispatching: Our algorithm manages "pooling" to group multiple 
riders heading in the same direction, maximizing efficiency without any staff 
intervention. This routing algorithm is visualized in our admin dashboard to 
remotely monitor exactly what drivers are doing. 

 
 

Trip Analysis and Service Simulation 
In addition to reporting metrics to be tracked on a regular cadence for performance 
evaluation and grant compliance, Circuit's team also provides expertise in service and 
enhancement through our proprietary service simulation tools and visualization of trip 
patterns. We look forward to offering these services to Islamorada at no cost in order to 
help improve the effectiveness and cost efficiency of the program by better planning 
dynamic deployment of vehicles throughout the day. 
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2.5 Service Standards 
Circuit is committed to maintaining the highest levels of operational excellence in 
Islamorada. Our service standards are designed to exceed Village requirements and 
ensure a safe, professional, and consistent experience for all riders. 
 
Vehicles Standards 
Circuit will provide a 100% all-electric fleet that complies with all Federal Motor Vehicle 
Safety Standards (FMVSS). Our maintenance and aesthetic protocols include: 

●​ Safety Compliance: All vehicles meet or exceed manufacturer safety and 
mechanical standards. We utilize a mixed fleet approach for Islamorada, including 
Tesla Model Ys and at least one ADA-accessible electric passenger van. 

●​ Interior and Exterior Condition: Vehicles will be maintained with clean interiors, and 
comfortable padded seating. Exteriors will be kept free of grime, oil, dents, and 
paint damage to maintain a high-quality neighborhood shuttle appearance. 

●​ Equipment: Each vehicle is equipped with GPS units for real-time tracking, 
hardware for automated ridership data collection, and Samsara AI bi-directional 
dash cameras to monitor safety. 

●​ Branding and Advertising: We will develop a Village-approved logo and brand. Any 
third-party advertisements displayed on the vehicles will be submitted to Village 
staff for final approval. 

 
Driver Standards 
Our "Driver Ambassadors" are the face of the service 
and must pass rigorous screening and training: 

●​ Qualifications: Every driver must be at least 21 
years old, have held a valid Florida license for at 
least three years, and maintain a clean driving 
record. 

●​ Comprehensive Training: Drivers undergo 
classroom and hands-on instruction covering 
defensive driving, vehicle handling, and thorough 
knowledge of the Village’s street network. 

●​ ADA and Senior Sensitivity: Staff are specifically trained in ADA regulations and 
provide empathetic transportation to elderly individuals and passengers with 
disabilities. Drivers will assist Confined-to-Wheelchair (CWC) passengers with 
boarding and tie-downs. 
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●​ Professional Conduct: Drivers will be dressed in Circuit uniforms with name tags, 
providing helpful and professional service as true ambassadors for Islamorada. 

 
Standard Operating Procedure 
Circuit can provide the Village with complete SOP manuals as requested. These 
documents can include all elements that are requested with the RFP, including but not 
limited to: 

●​ Supervision and Contact: A 24/7 contact list of regional managers and supervisors 
authorized to make immediate operating decisions. 

●​ Daily Servicing: Procedures for daily vehicle inspections, cleaning routines, and 
charging schedules at the MM 86.8 location. 

●​ Scheduling and Dispatch: Dynamic scheduling protocols designed to maximize 
efficiency during Islamorada's seasonal peaks. 

●​ Incident and Complaint Handling: Formal procedures for reviewing accidents, 
handling public feedback in a timely manner, and executing disciplinary processes 
for operator misconduct. 

●​ Drug and Alcohol Testing: Full implementation of a Drug and Alcohol testing 
program through a qualified Florida-based network 
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3. Local Administration and Marketing 
3.1 Direct Local Oversight 
From our experience across the nation, we've learned that 90% of transit management 
success is reliant on optimizing daily operations: vehicle maintenance & uptime, charging 
schedules, driver customer service, rider safety & community engagement. The other 10% 
are the technologies that help support the system and optimize our services from the Rider 
App to our internal tools. Our local teams are uniquely built to optimize this exact blend, and 
is why, when compared to other providers in our industry, Circuit-managed programs 
consistently outperform in service delivery, ridership and service cost per passenger. 
 
A dedicated local team will manage the day-to-day success of the program, ensuring 
consistent daily departure times. This team includes a Customer Success Manager as the 
primary point of contact for the Village of Islamorada, an Area Operations Manager 
overseeing service delivery & quality control, a Local Supervisor providing daily 
management and on-the-ground support to drivers and a Lead Driver, overseeing shifts 
and driver behavior. This team will be supported by Circuit's national experts in operations, 
fleet management, safety, and technology. 
 

 
 

 

​ On-Demand Electric Vehicle Ridesharing Services | 35 

Page 113 of 131



 

3.2 Ongoing Local Marketing Campaign  
Circuit recognizes that the success of Islamorada’s on-demand service depends on high 
visibility and continuous community education. Our marketing strategy is designed to drive 
ridership among residents, guests, and commuters while supporting the Village’s goals of 
reducing road congestion and carbon emissions. 
 

 
 
Our multi-channel campaign for Islamorada will include: 
 

●​ Hyper-Local Awareness (The Fleet as a Billboard): Nationally, the #1 way riders 
discover Circuit is by seeing our branded vehicles. We will deploy eye-catching, 
Village-approved wraps on the vehicles to act as constant mobile advertisements 
for the program. 

●​ Boots-on-the-Ground Outreach: Our W2 Driver Ambassadors are trained not just 
as operators, but as community liaisons. They will distribute "Download the App" 
cards and provide hands-on demonstrations at high-traffic hubs. 

●​ Targeted Digital Campaigns: We will utilize geo-fenced digital advertising 
(Facebook, Instagram, and Google) targeting users physically within the Village 
boundaries (MM 90.8 to MM 72.8) to encourage app downloads and repeat usage. 

●​ Community Integration & Events: Your Customer Success Manager will represent 
the program at Village-hosted events and coordinate with local senior programs to 
ensure older adults are educated on the call-in booking options and ADA availability. 

●​ Direct Rider Communication: Circuit uniquely maintains a regular newsletter for our 
South Florida rider base (over 125,000 contacts). We will feature Islamorada specific 
updates, local business highlights, and Village "hotspots" to keep the service 
top-of-mind. 
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Deep Integration with Local Businesses 
Circuit prioritizes building meaningful partnerships with 
local businesses that define the character and economy of 
Islamorada. Circuit plans to join the Islamorada Chamber 
of Commerce and the Lodging Association of the Keys 
and Key West. Our goal will be to promote the program 
and build relationships with the local business community 
to participate in funding for long term program 
sustainability. 
 
We see strong potential to partner with many of Islamorada’s iconic destinations, including: 
 

●​ Islamorada Fish Company – a cornerstone for waterfront dining and visitor 
experiences 

●​ Lazy Days Restaurant – a premier oceanfront dining destination 
●​ Florida Keys Brewing Co. – a highly popular local gathering spot 
●​ Tiki Bar at Cheeca Lodge – a signature resort experience 
●​ Islamorada Pizza Co. – a beloved local favorite 

 
As well as key retail, art, and hospitality partners such as: 

●​ Bass Pro Shops, Island Grill, and other high-traffic retail destinations 
●​ Stacie Krupa Studio Gallery and Lobster Trap Art Gallery, showcasing local culture 
●​ Cheeca Lodge & Spa and other major resorts serving visitors year-round 

 
Circuit will actively engage these stakeholders to create mutually beneficial partnerships, 
including: 
 

●​ Sponsored rides for guests and customers 
●​ “Ride & Save” promotions encouraging visitation to participating businesses 
●​ Co-branded marketing campaigns and in-app visibility 
●​ Event-based partnerships tied to festivals and seasonal tourism 

 
This approach ensures that the microtransit program becomes an economic driver for the 
community, not just a mobility solution—helping local businesses thrive while generating 
revenue to support and expand the service. 
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3.3 Advertising & Sponsorship Program 
Circuit offers municipalities the ability to reduce the cost of microtransit service through an 
optional advertising and sponsorship program supported by our in-house media sales 
team. This program creates a new revenue stream while promoting local businesses and 
community destinations. 
 
Our approach is designed to be turnkey, transparent, and fully controlled by the Village, 
ensuring the service remains community-focused while generating meaningful financial 
offsets. 
 
Dedicated Advertising Sales Team 
Circuit maintains a dedicated advertising sales team with decades of combined 
experience in transit media, experiential marketing, and local partnership development. 
Our team works with both national brands and local businesses to secure advertising 
campaigns that align with the community and enhance the rider experience. 
For the Islamorada program, our advertising efforts will be supported by: 
 

●​ A full-time advertising sales representative based in Florida who manages regional 
partnerships and brand relationships. 

●​ A national advertising sales team with experience executing campaigns for major 
brands and agencies. 

●​ Local market insight, including one of our advertising representatives whose 
parents reside in Islamorada, providing a deeper understanding of the community, 
local businesses, and visitor economy. 

 
This combination of national reach and local familiarity allows Circuit to attract both 
regional and national advertisers while ensuring campaigns remain relevant to the 
community. 
 
Meet Your Advertising Team   
With over 20 years of combined sales experience.  Circuit’s advertising team is locally 
invested.   

 
Alyson Brown leads Circuit’s national sales with contacts at national 
brands and agencies and 18 years experience in Out Of Home sales.  She 
has been a  seasonal resident in Islamorada since 2004, and is intimately 
familiar with the community. 
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Kevin Boles leads Circuit’s regional sales in Florida.  He is based in Miami 
and accessible to all local brands and businesses.  He specializes in 
assisting local businesses in planning community-centric marketing 
strategies with Circuit. 
 

Advertising & Brand Activation Opportunities 
Circuit’s vehicles and technology platform provide a variety of advertising placements that 
can generate revenue while maintaining a high-quality rider experience. 
Potential opportunities include: 
 

●​ Exterior vehicle wraps (full or partial) 
●​ Door and quarter-panel placements 
●​ Interior passenger signage 
●​ In-app promotions and sponsorships 
●​ Product sampling and brand activations inside 

vehicles 
●​ Experiential marketing campaigns tied to local 

events 
 
Product sampling is a particularly effective activation for brands targeting visitors and 
residents in destination markets like Islamorada. Brands may distribute complimentary 
samples, promotional materials, or coupons directly to riders, creating a memorable 
experience while generating additional revenue for the program. 
 
Advertising revenue can be structured to directly reduce the cost of the program to the 
Village through a transparent revenue-sharing model. Revenue generated from 
advertising may be used to provide credits toward monthly service invoices, deliver 
direct revenue sharing to the Village and/or fund additional service hours or vehicles 
 
Across our national programs, advertising partnerships have helped reduce municipal 
transportation costs while supporting local businesses and increasing visibility for the 
service. Our goal is simple: deliver exceptional mobility while helping reduce the 
financial burden on the Village while promoting local businesses and visitor experiences. 
 
All advertising content and sponsors will be subject to Village approval to ensure 
campaigns align with community standards and local priorities.  
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4. Cost Proposal 
Throughout the United States, we enter into select partnerships in our focus areas to ensure 
we are able to dedicate the time and resources it takes to fully commit to each and every 
community we operate within. We believe that commitment comes with a fiduciary 
responsibility to be the best stewards of a return on the investment that the Village is 
placing in their transit system and ensure success. In line with that mission, we have 
provided specific service design recommendations that will actually meet your goals along 
with a clear breakdown of costs to enable the Village of Islamorada to have transparency 
into options. 
 
 Within our industry, there are many ways to calculate an hourly rate, which hinges on 
multiple factors including fixed costs and specific hours of operation as well as staffed 
driver hours. The precedent set by the current provider is to provide an hourly rate that is 
based upon the hours of operation multiplied by the number of vehicles, which is 
inherently not reflective of the actual number of hours that drivers will be staffed and 
vehicles will be on the road or vehicle charging downtime. 
 
Utilizing electric vehicles requires downtime for charging during long days of operation, 
which is why Circuit always utilizes the robust data collected to allocate vehicles around 
demand, ensuring that all vehicles are operational during peak demand times and charge 
during low demand periods.  
 
This reduces cost to the Village directly but also creates discrepancies around hourly rates 
because the electric vehicles cannot be in service for all 17 hours of operation without 
needing to charge. In the spirit of transparency, we plan to determine specific service level 
agreements (SLAs) during the onboarding process in order to give insight and control to 
the VIllage on true operating costs based upon the service hours that each vehicle will be 
be operational each week, which directly impact the total cost of the program. 
 
In order to better compare service rates with other providers who will aim to hide true 
service levels under the appearance of a lower cost - we strongly recommend evaluating 
service based upon delivered driver hours, rather than hours of operation. The hours that 
a service is open, does not accurately reflect the driver hours  that the Village is currently 
receiving from their provider. 
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This proposal remains in effect for ninety (90) days and would remain in effect during the 
first two years of Services before being subject to 3% annual increases. 
 

Village of Islamorada Microtransit 

 Budgeted Service Recommended Service 

Fleet 2 ID.Buzz, 1 ADA Van 2 ID.Buzz, 1 ADA Van 

Hours of Operation Mon - Sun 
7am - 12am 

Mon - Sun 
7am - 12am 

Monthly Driver Hours 790 1,297 

Monthly Operating Cost $43,368 $59,417 

Projected Annual  
Fare Revenue* ($84,000) ($96,000) 

Projected Annual 
Advertising Revenue* ($48,000) ($48,000) 

Vehicle Wrap Estimate 
(One Time) $12,579 $12,579 

Net Annual Cost $400,995 $581,583 
 
Driver Hours: Total aggregate hours of all drivers, measured from when a driver starts their shift to 
when the driver ends their shift, subtracting any unpaid hours. 
 
* Fare and Advertising Revenue is not guaranteed but is projected based upon our extensive 
experience with fares and selling ads in similar markets. These are conservative estimates before 
integrating our recommendations for tiered fare systems as detailed below 
 
Fare Revenue Recommendations 
Considering the very high Uber costs in the area, we should consider a more tailored pricing 
structure instead of a flat $2 across the board. We recommend the following strategies: 
 

●​ Business Partnerships: Allow resorts and businesses to subsidize guest rides via 
promo codes or geofenced zones. 

●​ Resident Discounts: Offer local discounts through promo codes and highlight our 
new wallet feature, which allows for bulk purchase discounts for users who pay 
upfront for rides. 
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●​ Tiered Pricing: If resorts do not opt in to pay for rides to/from their property, we 
could assign higher fares ($5 pp) for rides to or from those locations, similar to our 
model in Palm Beach. 

Base $2 Fare 

 Low End Ridership Strong Ridership 

$2/Rider $84,000/Year $96,000/Year 

Dynamic Fare Model 

 Low End Ridership Strong Ridership 

Tiered Pricing ($2 - $5) 
Depending on location $90,000/Year $132,000/Year 

 
5. Timeline 
We have detailed below our implementation plan and schedule assuming an anticipated 
Contract execution date of May 1st. While the schedule has been displayed linearly, some 
tasks may overlap and take place simultaneously. We prefer to launch on a 10 - 12 week 
timeline to ensure adequate time for quality control but we are prepared to work with the 
village to expedite vehicle delivery and driver hiring to meet expiration of the current 
contract term and finalize a launch date that is sooner. We can provide a seamless 
takeover if awarded and have lots of experience doing so. 
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Project Stage  Major Activities & Milestones Deliverables Key Team Resources 

Phase 1:  
Kickoff 
Meeting & 
Service 
Planning and 
Design 
 
Week 1 
 
Target 
Contract 
Signature by 
Friday, May 1st. 

Circuit leads an in-depth onboarding with 
the Village team.  The group defines 
technical parameters and success metrics 
to ensure the Pilot meets regional mobility 
goals. Simultaneously, Circuit triggers 
vehicle orders and begins localized driver 
recruitment. 
 
✓  Kickoff: Align Circuit and Village teams. 
 
✓  Establish KPIs: Define "success" and 
data reporting frequency. 
 
✓  Lock Service Specs: Review agreed 
upon  map, vehicle types, and operating 
hours. 
 
✓  Procure & Recruit: Circuit orders 
vehicles and starts local driver outreach. 

●​ Project Plan 
Signed-Off including 
service area & fleet 

●​ Depot Lease 
Executed 

●​ Vehicle POs 
Confirmed 

●​ Local Supervisor 
Hired 

Key Circuit Resources: 
●​ Jason Bagley 

(Partner) 
●​ James Mirras (COO) 
●​ Justin Lottie (Head of 

Service Operations) 
●​ Raul Toro (Area 

Operations 
Manager) 

●​ Local Operations 
Supervisor 
 

 
Islamorada: 

●​ Project Manager 
●​ Broader Village 

Team 

Phase 2: 
System 
Development 
& Driver Hiring 
 
Weeks 1 - 4 

This phase focuses on high-velocity hiring 
to ensure a fully trained driver pool is ready 
before the launch date. Simultaneously, all 
partners activate a hyper-local marketing 
push, targeting senior centers and 
community hubs to build early ridership 
awareness. Circuit will also configure the 
technical backend. 
 
✓  System Build: Circuit maps the app and 
dispatch logic to the agreed zones. 
 
✓  Hire & Train: Conduct interviews and 
safety training for the Islamorada fleet. 
 
✓  Launch Outreach: Circuit and 
Islamorada begin canvassing and 
engagement. 

●​ Circuit rider app and 
backend built to 
service specs. 

●​ Custom Islamorada 
login for real-time 
reporting and 
analytics. 

●​ Preliminary list of 
hired drivers. 

●​ Co-branded assets 
for Islamorada and 
local partners. 

Key Circuit Resources: 
●​ Jason Bagley 
●​ Justin Lottie 
●​ Raul Toro 
●​ Local Supervisor 
●​ Circuit Tech Team 

 
Islamorada: 

●​ Project Manager 

Phase 3:  
Training and 
Vehicle Setup 
 
Weeks 3 - 8 

Circuit manages the physical prep of the 
fleet while coordinating ride-alongs and 
technical training for the new hires. Circuit 
and Islamorada synchronize their 
communication channels to ensure a 
unified marketing message reaches 
residents private partners 
 
✓  Conduct Training: Circuit leads driver 
sessions and platform ride-alongs. 
 
✓  Onboard Islamorada: Provide portal 
training and account access for staff. 

●​ Completed Training & 
Safety 
Documentation 

●​ Delivered & Branded 
Circuit Fleet 

●​ Installed In-Vehicle 
Cameras & GPS 

●​ Final Islamorada 
Launch Collateral 

 

Key Circuit Resources: 
●​ Jason Bagley 
●​ Raul Toro 
●​ Local Supervisor 

 
Islamorada: 

●​ Project Manager 
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✓  Fleet Delivery & Set-up: Receive and 
inspect vehicles  and set up in-vehicle 
devices 
 
✓  Sync Outreach: Circuit and Islamorada 
distribute final service info. 

Phase 4: 
Pre-Launch 
 
Weeks 8 - 12 

Circuit conducts final technical validation 
to ensure all driver and customer accounts 
are active and the platform is ready for live 
trips. Simultaneously Circuit and 
Islamorada communications teams 
engage local press and community 
partners to maximize visibility. This final 
push ensures all digital channels are live 
and the public is fully informed for the 
launch/takeover date. 
 
✓  Validate Accounts: Circuit confirms 
driver and customer data accuracy. 
 
✓  Final Acceptance: Complete 
end-to-end system testing, 
 
✓  Press Engagement: Circuit and 
Islamorada contact local media. 
 
✓  Go-Live Comms: Launch program 
webpage and activate the rider app. 

●​ Live Circuit Webpage 
& App 

●​ Validated Driver & 
User Database 

●​ Media Kit & Press 
Releases 

 
 

Key Circuit Resources: 
●​ Jason Bagley 
●​ Justin Lottie 
●​ Raul Toro 
●​ Local Supervisor 
●​ Circuit Tech Team 

 
Islamorada: 

●​ Project Manager 

Phase 5:  
Service Launch 
 
Tentative:  
Mid-Late July 

Circuit and Islamorada officially take the 
system live, transitioning from testing to 
daily public operations across the Village. 
The team hosts a formal launch event with 
elected  officials and local press to 
maximize community awareness and 
celebrate the new mobility option. 
Following the first trips, Circuit and 
Islamorada gather real-time data and user 
feedback to fine-tune the service 
parameters for long-term success. 
 
✓  Go-Live Execution: Circuit activates the 
platform and call center for public ride 
requests. 
 
✓  Host Launch Event: Conduct 
ribbon-cutting with Village team, elected 
officials, and press. 
 
✓  Collect Feedback & Optimize Service: 
Circuit and Islamorada  monitor initial rider 

●​ Live Circuit 
Microtransit System 

●​ Ribbon-Cutting 
Ceremony & Media 
Event 

●​ User Feedback 
Gathering & Initial 
Report 

●​ Post-Launch Service 
Adjustment 

Key Circuit Resources: 
●​ Jason Bagley 
●​ Justin Lottie 
●​ Raul Toro 
●​ Local Supervisor 

 
Islamorada: 

●​ Project Manager 
●​ Broader Village 

Team 
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experiences and apply technical or 
operational adjustments based on launch. 

Phase 6: 
Post-Launch 
Support and 
Optimization 
 
 
Ongoing to 
End of 
Contract 

Circuit’s Success Manager leads recurring 
briefings with the Islamorada team to 
monitor project health and resolve 
emerging issues. These sessions focus on 
benchmarking real-time data against 
original KPIs to drive operational 
efficiency. As the service matures, the 
team uses market research and user 
feedback to develop a strategic roadmap 
for the service beyond the initial year. 
 
✓  Review Performance: Circuit shares 
data-driven reports against established 
KPIs. 
 
✓  Analyze Rider Feedback: Conduct 
surveys to gather qualitative insights from 
the community. 
 
✓  Optimize Data Tools: Circuit optimizes  
portal access and data for Islamorada 

●​ Monthly Performance 
& Quarterly KPI 
Benchmarks 

●​ Annual Qualitative 
Rider Survey Reports 

●​ Refined Data Access 
& Portal Updates 

●​ Continued App 
Update 

 

Key Circuit Resources: 
●​ Jason Bagley 
●​ Justin Lottie 
●​ Raul Toro 
●​ Local Supervisor 
●​ Circuit Tech Team 

 
Islamorada: 

●​ Project Manager 

 

​ On-Demand Electric Vehicle Ridesharing Services | 45 

Page 123 of 131



 

6. Authorization to Transact Business 
Circuit Transit Inc. is fully licensed and authorized to conduct business in the State of Florida 
and complies with all applicable state and local regulatory requirements. SunBiz 
registration is below: 
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