BATA

Bay Area Transportation Authority

BATA Study Session Minutes
Thursday, February 11, 2021
Topic: IBI Group Tech Study Presentation

Call to Order — The meeting was called to order at 1:01pm by Chairman Cochrun

Roll Call

John Sommavilla Attending Remotely from Jenison, Mi

Linda Joppich Attending Remotely from Interlochen Ml

Richard Cochrun Attending Remotely from Traverse City Ml

Heather Harris-Brady Attending Remotely from Traverse City Ml

Brad Jewett Attending Remotely from Garfield Twp, Traverse City MI
Robert Fudge Attending Remotely from Garfield Twp, Traverse City Ml
Rick Robbins Attending Remotely from Elmwood Twp, Leelanau Co Ml
Staff in Attendance: Kelly Dunham, Eric Lingaur, Mary Meredith

First Public Comment There was no public comment

Topics for Discussion

a. Presentation of IBI Technology Study Findings — Eric Lingaur

Eric described why the Study was conducted. Part of the process was determining
priorities. He added that it was a several months’ study that included several BATA
departments. {see Attachment A}

David Duong from IBI Group was introduced and he discussed the current state of
technology at BATA and the future vision. The reporting was broken down in four
stages:

Task 1: Existing Conditions Review and Needs Assessment

Task 2: Industry Scan
For similar industries, BATA appears to be in the middle range as far as
our systems, taking into effect our size and geographic area.

Task 3: Options Analysis and Implementation Plan

Task 4: Costs and Staffing Estimates

Director Jewett asked about the difficulty of moving technology to the new facility and
David said that it would not be that challenging as some systems are cloud-based.
Eric said this will be taken into account while planning the move to the new office.

The future state roadmap was reviewed and David noted there are 7 projects
recommended with various priority levels. Each project was discussed and questions
were answered.
e Project A:  Fixed Route CAD/AVL (Computer Aided Dispatch and Automotive
Vehicle Location)




e ProjectB: Demand response/On-Demand/Specialized Paratransit CAD/AVL
(Computer Aided Dispatch and Automotive Vehicle Location)

Project C.:  Automated Planning and Scheduling System

Project D:  Automatic Passenger Counting System

Project E:  Fare System (Farebox and Central Fare System Replacement)

Project F.  Computerized Maintenance Management System (CMMS)

Project G:  Fleet Yard Asset Management

Director Harris-Brady commented on the two sides of such a project: the BATA Operations’
side vs rider’s side. Improved apps will show exactly where the bus is located and this would
be a great benefit for riders.

The proposed timeline for future projects was reviewed.

David presented the Improvement Areas and Costs of each project recommendation. Eric
noted that the estimates are conservative but contain everything in the wish list.

The funding for the projects could include a mix of grants, operating surplus funds and
CARES ACT funding which have already received plus a potential of $2.3 million in additional
funding yet to be received. Kelly said the Finance Oversight Team will look closely at all
possible funding options and share a recommendation with the full board at the Feb. 25
meeting. $1.1 million is currently in our Capital Funds Account. There are other options on
the table and Kelly encouraged the board to share their ideas with the FOT.

Kelly reiterated that having this well-planned intentional path will provide high efficiency and a
superior level of communication that the organization needs to continue to grow.

Director Sommavilla noted that in addition to the three valuable reasons for the study as laid
out in the presentation, this was really a board directive given to the Executive Director and
that Kelly and her team have fulfilled that request. Director Cochrun commended Eric and
Kelly on a great job.

Director Harris-Brady suggested that this may be a good time to review cyber security
measures and a written procedure would be a good proactive move to put in place.

Director Jewett asked about demonstrations of some of these technologies to view and Eric
said he would provide visuals in a revised version of the presentation. This wouid add more
meaning to the discussion, but he feels the proposal is good.

Director Joppich thinks this project is a great undertaking for the BATA drivers and riders.
Chairman Cochrun thanked 1Bl for their presentation.

4. Second Public Comment

There was no public comment

5. Adjournment
The meeting was adjourned at 2:14pm

Submitted/Recorded by: Mary Meredith, Administrative Services
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Why develop a Technology Road Map

+ Fulfilling Millage Promises: Adding new user-fnendly
technology is one of the top improvements the community
asked for as part of BATA's last millage approval in 2017

- Aging Technology: BATA's technology has staned to
become antiquated and is having trouble meeting the
current needs of the community and positicning to adapt
to future growth

+ Timeline and Budget and Integration: Acquinng new
technoiogy takes planning and establishing a 5-year road
map helps proritize and provide direction to meet BATA's
technology goals Selecting technologies that integrate
and allow future growth with a new facility on the honzon
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» Purpose / Objectives

* Project Methodology

+ Current State

« Priority Projects and Benefits
+ Future Projects

+ Next Steps
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Purpose / ectives

Why: Technology 18 a means to heip Operations Staff perform their roles more
efficiently as wall @s 10 /mprove tNe customar axpeneance

Objectives
+ Present: Understand how technoiogy today s used to perform diffecent
pusiness functions.
« Future: Present o stakehoigers how tecnnoiogy could change based on future
business functions needs
* Innovation: Brainstorm with stakehoiders on future innovations
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Project Methodology

High-leve Current-state Transit Technology Roadmap

Priority Project

High-level Future-state Transit Technology Roadmap Modified and New Systems

AL

T

+  PropctA Fixed Route CADVAVL [Computer Alded Dispatch and Automative Vehicie
Location)

TNt sysiem & rudimentary and prowides Sac funchonaify Festures e
acking faed (Oute INLeQrEton Bnd ennanced funchonaity can be
rporated into BATA § cunent oA-Soa’e sysie T

- Rdershp repoming data & NAMmentany and Hime CORUmNg 10 oo

Senstss
restail rew ON-DOWE COMpPULEr OF LADI! wilh wie -Inandly funchonakty INat will be The
central pont of interface and control al Systems ano o DOAd

L3

oy

IMproved Gata and vOICE COMMUNCItONS DEtwes” G- LoSrD INd central iystems

11 A CuBIOMES BNG SupOly foa
iapment of arrval time predictions

® requeed ' BATA

Provas rea-ime v
brme Sata miormator

- Ennanceg reporting capad
recerves the 'Smal rbar

ansd sysiem gesgraton

ASStiCnal CApACAes ACLde Visudl 00-D0RT gH

1o $how nest stop
{ A) ang more

Atoteanan Ltamated Vencie Annoynces
BATE Bt Mty BATA B My
- ' —— XD L]




. neit
O e ARG Baatan ot Mrtomotvs Vet Locason)

= BATA’S curfeit demand-response schaduling sofwars Ras reached the
and of its useful ifs. It doss not provide the Eum 10 SxXpArKd o
on-demand transporialion or provide growth for pariiransi servics.

= Raporting is rudimentary and celiysd.

- TMTanankmDomMpiotMammnlu functional
tachnology solution '{mmnmhly

Friorty Propoots &

ull
mgt:mybulbhlnh% mﬂt
depanding on the
- BATA has fcudmu or scheduli
wrrmﬂ!n no o planning ng

~ Routes ane deveioped manually and iNVoive MUK Processes.

can g5 Ln e of eificency, data
- Banefis:
- Denetits - Rmmmefwnm.mons.nmpom,am
— Reuhtme vahicls tracking. other locaton data.
— Vehicta rousing (schaduling] in resi fime. - iMploves pe P'Wg" mﬁmﬂm time, via
= Bervice provider 0 and p it Capabibes. scheduling and bid management,
— Onine and app dooking functondlity. - m?.nu-unon MGTFSHHWIMMGM
upastas to Transit App, Google Maps and Apple Maps.
~ Enhanced ata ummmunmmmmm
data for future route planning and adjustments.
BRA o e , BAA ey
9 10

* Project D: Automatic Passenger Counting Systom
— BATA currently tracks ridership and passenger
traffic manually.
- Current process for tracking ridership is time
consuming, adds another driver function and
delays real-time ridership data collection.

+  Project E: Fare Systan (Farbox & Cenirs] Fere System
Replacemant)
- BATA'S current fare rz{uemmmmmowdmuwm
De supported by the

and will evenually
~ Tha curent fare softwane is oid and dificuil o nlnd
wogram akowing for iming reporting and functional
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- Bansfiig
- Bepgfilts: = Reduced required maintanance.
) . . . - Batter data reporting.
-~ Provides consistent up to date ridership data. — aut a5 I00GING.
- Reduces manual work to collect ridership data. - Se¥-serve reload web-portal for riders 1o purchase fars of ranew
fare passes.
= Supports NTD reporting. - Supporting & fare types on-board.
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Priority Projects & Benefits

Project F: Computerized Maintenance Management System
(CMMS)

- BATA has a basic maintenance tracking and management

system that functions but could more to improve efficency
and connectivity

- Benefits
Mileage and fuel use tracking

]

Inventory tracking and automatic purchase order generalion

User-fnendly system allowing for in-field use for management
of in-service dispatch and robus! reporting capabilities

- Asset/faciliies management

1

Integrated maintenance and finance management for
purchase order processing
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Project Recommendabions -

Timelines
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NOTE Years represented are calendar based — nof fscal based
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Project Recommendgations

- Improvement Areas & Costs
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$ 2080150 | $905.000  SIIAGOC 1 VAASO | 408500 | §4ML1SO

+ Al proect capital expenses are conservabive esbmates and include tull system features and
funchionaily Proect costs can De potentially lowered by sdjusiing [voject scope and through
& competitive badding RFP process
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Technology Funding Secured

T Plan - 02.09.21

1A M Technology Gramt | SEORA34 5 | $mmauae |
[MDOT hurai Tash Force B bmai T I |

Ursan Fands $265,159 | priR]

(Future AP /Small Urbanfuncs | 5130840 | 5i08.33 | Sidasss | 356350 | gl |
Operating Surpius / Captsl Funds |

Additicral CARES ACT Funds | 1 1 1 1 |l » |
Totl Funding §565,78) _ §131.840 | 105625 | $14268 | $56.250 | 5100019

Additional funding needed to complete Projects A & B is potentially
$2.3 million.

+ Funding recommendation will be developed by Finance Oversight
Team and be brought to the full board for consideration

m T ..‘".-“-—

Q&A

Plan to take action based on the Finance
Oversight Team recommendation at the Feb. 25,
2021 BATA Board meeting.
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