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Biddeford Saco Old Orchard Beach Transit Committee

AGENDA
Tuesday June 15, 2026
11:00am-12:00pm

Hybrid Meeting In-Person and Remote
Saco Transportation Center
Join now via Teams
Meeting ID: 282 618 098 983 20| Pass: HU3L5bw6
Access By Phone: 1-312-667-7158
Phone ID: 365 994 740#

Action or
Agenda Item Responsibility
Information

1.) Call to Order Chair Action
2.) Roll Call / Ascertain Quorum Chair Action
3.) Public Comment Chair Information
4.) Approval of Previous Minutes Chair Action

e May 18, 2026
5.) Financial Reports May Staff Information
6.) Committee reports Chair Action

Finance Committee (Budget recommendation)
7.) Executive Director Report John Savage Information

e System Performance

e Service Updates

e Project Updates

e Personnel Updates

e Budget Presentation
8.) Old Business Chair Information
9.) New Business Chair Information

10.) Adjournment Chair Action


https://teams.microsoft.com/meet/28261809898320?p=GvB7VFbJDCjx1LAobO

Biddeford | Sace | OId Orchard Beach

Biddeford Saco Old Orchard Beach Transit Committee
MEETING MINUTES
May 19, 2026
11:00 AM
Hybrid — Saco Transportation Center and Virtual/ Remote

1. Callto Order - Kenny Blow called the meeting to order at 11:00 AM. The Chair welcomed
attendees and introduced the incoming citizen representative, who attended the meeting as an
observer prior to formal appointment.

2. RollCall/ Ascertain Quorum

Members present: Kenny Blow, Tim Fleury, Jean Saunders, Ryan Pelletier, Mike Foster, Roger
Beaupre, Joshua Parks. Absent: Adi Irigat. Staff present: John Savage, Rod Carpenter, Kim Kennedy,
Anne Austin, Nelson Perez.

3. Public Comment - The floor was opened for public comment.
No formal public comments were recorded.

4. Approval of Previous Meeting Minutes, April 7, 2026.

Motion by Jean Saunders to approve the Transit Committee meeting minutes of April 7, 2026.
Ryan Pelletier seconded the motion. No further discussion. Kenny Blow, Mike Foster, Tim
Fleury, Roger Beaupre and Joshua Parks all voted in favor. Motion passed unanimously.
Minutes approved.

5. Financial Reports March - Finance Manager Kim Kennedy presented the March and April
financial reports, including year-to-date financial performance.

Revenue Summary
March-April Revenue
Urban Service: $18,234
Zoom Service: $8,800
Intercity Service: $13,315
Microtransit: $555

Year-to-Date Revenue
Urban Service: $88,797
Zoom Setrvice: $20,730
Intercity Service: $61,611
Microtransit: $3,088

Grant Activity

MaineDOT Intercity invoicing: $133,343 for March-April period

Year-to-date MaineDOT Intercity invoicing: $381,723

Federal Transit Administration invoicing year-to-date: approximately $1.48 million
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Financial Position
Operating expenses remain approximately 4.38% below budget.
Net income exceeds $174,000 year-to-date.

Discussion
Topics included:

e Revenue-sharing arrangements with GP Metro.

e Accounting treatment of seasonal trolley revenues.

¢ NetSuite implementation challenges.

e MaineDOT invoicing requirements.

e FY25and FY26 audit progress.

e Ongoing coordination with auditors and state agencies.

6. Committee reports — None at this time.
7. Executive Director’s Report — Executive Director John Savage presented operational updates.

Ridership

¢ Fixed-route ridership continues to improve compared to recent months.

¢ Ridership remains below FY25 levels due to service reductions and route changes.
e Zoom ridership is showing signs of recovery.

On-Time Performance

Staff reviewed:

¢ Industry-standard on-time performance measures.

e System-wide performance improvements.

e Driver training initiatives.

e Schedule modifications designed to reduce early departures and improve reliability.

Route 52 Schedule Improvements

Staff reported implementation of schedule changes designed to:
e Improve on-time performance.

e Increase service coverage.

e Reduce wait times for riders, particularly in the Pines area.

Quick Ride Microtransit

Discussion included:

¢ Ridership trends.

e Service efficiency metrics.

e Trip scheduling and ride-stacking improvements.

e Opportunities to track demand and service denials more effectively.

Staffing Update

Current staffing levels:

¢ 9 full-time operators

e 6 CDL-qualified operators
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Current vacancies:
¢ Full-time dispatcher
e Full-time driver
e Seasonal trolley drivers
e Technician
Recruitment initiatives continue through:
¢ Social media outreach
e Targeted advertising
e CDL training and development programs

Capital Projects Update

Electric Bus Charging Infrastructure

Staff reported:

¢ All permits have been received.

e Construction is expected to begin in June.

e Construction duration is estimated at 4-6 weeks.

Electric Bus Procurement

Staff reported:

e Two battery-electric buses remain on order.

¢ Vehicle production is anticipated later this year.

e Maintenance staff will receive factory training prior to vehicle deployment.
Board Action

No action required.

Seasonal Trolley Program

Staff reported:

e Summer trolley operations begin this weekend.

e More than 30 campground partnerships remain active.

e Campground pricing structures have been standardized.

Bentley’s Trolley Service

Staff reported that Bentley’s elected not to continue financial participation in the service.
As aresult:

e The route will not operate this season.

e Resources will be redirected to strengthen service in the Old Orchard Beach area.

Fare System Update

Staff reviewed ongoing implementation and benefits of the DiriGo fare system.
Key features include:

e Daily and monthly fare capping.

¢ Integrated transfers with GP Metro.

e Mobile fare payment options.

e Future onboard credit card payment capability.

8. Old Business - None.
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9. New Business —-PTASP (See 10.)

10. Public Transportation Agency Safety Plan (PTASP)

Rod Carpenter, Deputy Director, presented the updated Public Transportation Agency Safety Plan.

Summary

Updates included:

e Personnel and organizational changes. Rod Carpenter is named Accountable Executive. Certified
Safety Officer and Transportation Supervisor Rita Rose is named Chief Safety Officer.

e Enhanced safety reporting procedures.

e Continued compliance with Federal Transit Administration requirements.

e Integration of electronic safety reporting tools.

Motion by Mike Foster to approve the updated Public Transportation Agency Safety Plan. Jean
Saunders seconded the motion. No further discussion. Kenny Blow, Ryan Pelletier, Tim Fleury,
Roger Beaupre and Joshua Parks all voted in favor. Motion passed unanimously.

Staff will present the approved plan to the Safety Committee for final review and implementation.

Other Business

Traffic Signal Preemption Discussion

Board members discussed traffic congestion near the Transportation Center caused by railroad
crossing signal preemption.

Concerns included:

e Extended traffic backups.

e Delays affecting transit operations.

e Potential impacts on train passengers and bus reliability.

Action Items

1. Staff willcommunicate concerns to appropriate municipal traffic officials.

2. Staff will explore potential adjustments to traffic signal timing and railroad preemption
operations.

3. Staff will provide an update at a future meeting.

Finance Committee Meeting

Staff requested a Finance Committee meeting to begin budget discussions.
Action Item

Staff will coordinate scheduling with Finance Committee members.

11. Adjournment

Motion to adjourn by Mike Foster, seconded by Jean Saunders. Vote. Approved unanimously.
Meeting adjourned at 12:05pm.
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BSOOB Transit Committee
Meeting

June 16, 2026 | 11:00 AM | Saco Transportation Center
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Monthly Ridership Comparison

Trackingridership trends helps the committee assess service demand, evaluate route performance, and make informed decisions about scheduling and resource allocation across the BSO0B
service area.

FY 26 Fixed Route Ridership
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@ Detailedridership data by route and time period is available upon request from operations staff.



On-Time Performance

On-time performance remains a core operational metric for BSOOB Transit,

directly reflecting service reliability from the rider's perspective. Staff reviews

OTP data daily to identify patterns, address systemic delays, and ensure our

schedules remain aligned with current operating conditions.

On-Time

We define On-Time Performance
to be less than 1 minute early and
no more than 7 Minutes late

-

\

Kl'ime Point based reporting
OTP can be measured at each stop, at
timepoints (published stop times), or
by Run Start time. By reporting by
timepoints we maintain a high
standard, while focusing on the

J

Qassenger‘s experience.

~

Performance Factors

Traffic, mechanical issues, route design, and staffing are the primary

contributors to late performance. We are nearing completion of a complete

retiming of the Fixed Route Transit services to facilitate improved OTP.

J
N
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Early departures from stops have a disproportionate impact on riders. We are
making progress towards our goal of 0% Early Departures through a campaign
of driver education, increased operational focus, and schedule improvements.




QuickRide KPlIs

QuickRide is BSOOB Transit's on-demand microtransit service, providing flexible, van-based transportation for riders throughout the three
municipalities. Trips can be booked in advance or same day. Trips are generally on a first come first served basis with some priority for
medical appointments and riders with impaired mobility. The QuickRide is funded through our Urban Transit allocation (5307).

1 1 KPI

QR Van in Service Demand Trip Efficiency

Currently operating one QuickRide van per day with Rider demand for QuickRide service Tracking passengers per day and miles per trip are

a two vans available mid day for peak demand. . . two key ways to gauge the service effectiveness.
continues to grow as awareness Increases.

/A QuickRide is still in the Pilot phase having started just over one year ago. We continue to make changes to the structure of the
service to find the most effective approach.



QuickRide KPIs

4/25 5/25 6/25 7/25 8/25 9/25 10/25  11/25  12/25 1/26 2/26 3/26 426 5/26

mmm Rides per Month Average Miles per Trip

We continue work to understand the downward trend in ridership. We suspect an increase in cancellations is creating unnecessary constraints on the system.
In the next month we will create reports and analyze system data to see what the impact of cancellations are on the service. Larry worked with the Clerk to
ensure he was working to stack trips which contributed to a recovery in the last week of May.




Personnel Updates

Driver Attrition

We lost no drivers in the month of May! One dispatcher is stepping back into a FT Driver role
for personal reasons.

~

Driver Recruiting

Since starting the new recruiting initiative, we hired 3 Full Time CDL Drivers and 3 Seasonal
CDL Drivers.

)
<

4

Driver Licensing

The QuickRide Services continues to be a great way to get drivers on staff and earning an
income while they work through the process of getting qualified as a CDL Driver.

~

Open Positions
Actively recruiting for:

. (2) Full Time Driver
. (2) Trolley Driver (Seasonal)
k. Technician

J
\




Staffing Challenges & Service

Recovery Plan

Current Staffing Status

BSOOB Transit is currently
operating with 9 FT drivers(7-CDL
2 non-CDL). We have one driverin
CDL Training. Hired 2 additional FT
CDL Operators who start training
Monday.

Service Limitations

With the start of Trolley season
many of our Part Time operators
shift to driving trolley reducing our
manpower. When the new hires
complete their training, we should
be positioned to return to Full
Service.

Last fall we reduced the frequency for three lowest performing routes

(52,53 & the Downtown Circulator). Our Goal is to return to this service

level and the budget request we sent to the three municipalities included

the funds to support our previous full service.




Capital Projects Update

Overhead Charging Stations — STC Upcoming Bus Purchases

Work started on June 9t, 2026 Rod and John traveled to the Gillig factory in Livermore, CA to tour
Construction is expected to take 4-6 weeks the facility and finalize bus specifications.

. 2 LoNo 3 Battery Electric Buses — Scheduled to enter
service the week of November 8

. 2 Hybrid Diesel-Electric Buses — Delivery anticipated Spring
and Summer 2027

@ The acquisition of four new vehicles represents a major step forward in BSOOB Transit's fleet modernization and sustainability
goals.

©  Whenin place, the Overhead chargers will allow us to keep our electric buses on route for the entire service day while still avoiding
peak rate charging costs, saving us $0.36/mile compared to diesel.



Operations Initiatives

01

02

FY 25 & 26 Financial Audit

The FY 2025 and FY 2026 financial
audits have started. Staff are
preparing documentation and
coordinating with auditors to ensure a
smooth review process.

03

Summer ‘26 Trolley Season

Trolley service started slow this year
with a rainy and wet Memorial Day
Weekend. Full Seasonal service is
scheduled to start this Saturday June
ZIE

FTA Triennial Review (FY 23-25)

The in-person review is scheduled for
August 11-13, with a final closeout
meeting on August 20.

04

Fare Changes

After completing a study of our fare
structures and collecting Public
feedback on proposed changes we are
moving forward with the proposed
changes in fare structure. The current
date for the change is August 1.

Safety Audit




BSOOB Transit: FY 2027 Budget
Presentation

BSOOB Transit Committee - Fiscal Year 2027

G-MINUTE BRIEFIN(D




FY 2026 Year in Review

BSOOB Transit: A Year of Connection & Growth

Before looking ahead to FY 2027, here's where we stand — a system delivering real results for the Biddeford-Saco-0ld Orchard Beach region.

285K+ 25,000+

Passenger Trips Revenue Hours
Projected to exceed 285,000 trips in FY 2026 based on current Scheduled revenue service hours successfully delivered across the tri-
ridership trends. city area.
Local Partnerships Essential Routes
Contracted stops and advertising partnerships with Saco and Old Route 60 (Portland) and the Saco/0ld Orchard Beach Trolley remain the
Orchard Beach businesses including MaineHealth Sun Outdoors, backbone of the regional workforce and seasonal economy.

Jimmy the Greeks, and Ready Seafood.

® These results reflect a system that works —and a community that depends onit. FY 2027 investments are designed to build on this
momentum.



What We'll Cover

A Budget Built for Modernization

FY 2027 reflects a strategic shift —investing in electric infrastructure, leveraging federal dollars, and maintaining near-
balanced operations while keeping local costs in check.

01 02
Budget Overview Capital Investment
FY 2026 vs. FY 2027 at a glance S1.4Min EV chargers — zero local cost

S88k in Bus Stop Improvements

03 04

Expense Drivers Revenue Diversification

Labor, fuel, and the EV transition How we keep local contributions low



Budget Overview

FY 2026 vs. FY 2027:

0 FY 2026 B Fy2027

Total Expenses Total Revenue

4. 5m 4. 47
4. 11m 4. 1m "
ﬂ

Municipal Ask

m

0

By the Numbers

Key Takeaways

9.4% Expense Growth

Total operating expenses rise to $4,499,481 — driven primarily
by labor investment.

Near-Balanced Operations

Revenue of $4,466,510 keeps the system financially sound.

12% Municipal Increase

Combined ask from Biddeford, Saco, and Old Orchard Beach
$352,800 each for a total of $1,058,400.




Operating Expense Drivers

Fuel & Energy: From Diesel Volatility to Electric Stability

Energy costs tell a story of transition. FY 2027 reflects both the ongoing reality of diesel dependence and the first meaningful steps toward a
more predictable, locally-managed electric future.

) ) Why the Shift Matters
Diesel Budget: $253,977 EV Charging: $29,589
Electric costs are more predictable than diesel — insulating BSOOB

Abrand-new dedicated line from fuel market swings and long-term price volatility. The
Budgeted at an average of itemin FY 2027, reflecting infrastructure powering this transition, including the Saco
$3.92/gallon. Diesel real fleet modernizationin Transportation Center chargers, is funded almost entirely by external
remains our largest energy progress. We anticipate grants.
line item — but not for long. delivery of two additional

battery electric buses at

@ Everydollar shifted from diesel to electric chargingis a
the end of the year.

win — as a fuel source we save approximately S0.36 per
mile or 56% compared to diesel.

A A ContractRisk: Our diesel fuel contract expires at the
start of FY 2027 — coinciding with peak market
uncertainty. This timing represents our highest point of
energy cost exposure and underscores the urgency of
accelerating the transition to predictable, locally-managed
electric charging.



Operating Expense Drivers

Where the Money Goes

B Other Operating12.51%

I Wages & Benefi ts -

B Fuel & Uti l:i ties

73.) 28%

- 14, 21%

Labor Is Our Largest Investment

Wages & Benefits: $3,304,225 — representing 73% of total
operating costs. This reflects both competitive driver and
mechanic wages in today's hiring market and our
commitment to reliable service.

Fuel & Utilities: $601,541 — diesel remains a major line item,
but the fleet transition is underway.

® FY 2027 marks the first year EV Charging Expense
($29,589) appears as a dedicated line — a sign of
meaningful fleet modernization in progress.



Revenue Diversification

Local Dollars Work Harder Here

\ Federal Grants-40.3%
N St at eGrant s - 17. 13%

N\ Far eRevenu e- 8. 47%

N\ Other Local-10:4%

N Municipal Contribution

Grants Carry the Weight

Federal and State grants cover 57% of operations —
$2,565,089 combined. For every local dollar contributed,
BSOOB brings in nearly $3 in external support.

..»~ o [Fare Revenue: S378,341 — strong recovery reflecting

consistent, growing ridership

« Business Partners: Local businesses including Sun
Outdoors Saco/0ld Orchard Beach support the system
through contracted stops and advertising



The Leverage Story

The region invests S1. The Return?

S3 S5 57%

Federal & State Match Economic Return Grant-Funded Operations
Every local dollar spent by BSOOB Per APTA's 2026 report, every S1in More than half of BSOOB's operating
Transit attracts nearly S3 in Federal public transit investment generates S5  budget is covered by external grants —

and State grant support. in local economic activity. keeping local contributions low.

© BS0O0B Transit doesn't just move people — it multiplies the value of every public dollar invested. Source: APTA,
Public Transportation's Economic Return Report (2026).



Our People

Investing in Drivers and
Mechanics Means Reliable
Service

Labor represents 73% of our budget — not an inefficiency, but a
commitment. Competitive wages for drivers and mechanics ensure
residents can count on service in their communities, and beyond every
day.

© A well-staffed transit agency is a reliable one. Retention and
recruitment investment today prevents service disruptions
tomorrow.



Our People

Retention & Reliability: A Strategic Labor Investment

The FY 2027 budget reflects a deliberate commitment to workforce stability — not just a cost increase, but a strategy to protect service

quality and maximize the return on our capital investments.

Market Alignment

Driver and support staff wages are
budgeted at $1,337,798, reflecting
current collective bargaining
agreements(CBA)and market
adjustments. Competitive pay is the
foundation of a stable, professional
workforce.

\

The Cost of Vacancy

High turnover is expensive. Reliance on
overtime and the loss of institutional
knowledge costs more than
competitive wages. Retention is the
fiscally responsible choice.

Total Labor Impact

Combined wages and benefits total
$3,304,225. A stable workforce
ensures that BSOOB's federal capital
investments — including new electric
buses — are operated by trained,
experienced professionals.

@ Competitive wages today prevent service disruptions tomorrow — protecting both riders and the region's investment in modern

transit infrastructure.




Capital Investment

Bus Stop Improvements: Safety & Accessibility

Planning for two major bus stop shelter upgrades are underway at key locations — improving rider safety, comfort, and ease of use at
high-traffic stops. Each project is estimated at over $40,000, funded through a combination of federal grants and local municipal
contributions.

N [

McDonald's — Main Street, Saco Funtown Splashtown — Route 1, Saco

A new shelter installation at the McDonald's stop on Main A new shelter at the Funtown Splashtown stop on Route 1
Street brings weather protection and improved safety improves conditions at a high-visibility, high-traffic
infrastructure to one of BSOOB's busiest urban transit destination stop — serving both daily commuters and
stops. Estimated cost: $43,700. seasonal visitors. Estimated cost: $44,010.

N\ L

© Both projects are funded through a combination of federal grants and local municipal contributions — delivering tangible,
visible improvements for Saco riders at minimal local cost.



Summary

Why This Budget Is the Right Investment

(

Infrastructure Leadership

Saco hosts $1.4M in EV charger investment — fully grant-

funded, zero local cost.

\

(

Grant Leverage

Every local dollar unlocks nearly $3 in Federal and State

support.

©

Fiscal Discipline

Near-balanced operations at S4.47M revenue vs. S4.5M in

expenses.

)
~

J

-

Reliable Service

Laborinvestment ensures consistent, dependable transit

for Saco residents.

J
N

J




Budget Overview

Expenses

LGAELCENETS

15% Increase in Labor Spend

Labor Expenses up to $2.5m from $2.2m in FY 26 Budget

Unpredictable Fuel Expenses

Diesel Fuel is expected to increase sharply and then slowly
returning to normal. Doing our best to offset with EV

Uncertain Benefits and Insurance Costs

Health Benefits and Insurance Cost Increases occur off-cycle

FY27 EXPENSES

Admin Wages 794,751

Mechanic Wages 366,800

Driver & Support Staff Wages 1,337,798
2,499 349

Payroll Taxes

Retirement

Health Care

tShort Term Disability and Life Insurance
Dental Care

Uniforms

Wages &

Vehicle Expenses
281,009
21,095
15,872
253,977
ing Expense 29 589
T

Uverhead Expense

Utilites Expenses

Building & Equipment Expenses
Supplies Expenses

Support Services

erating




Budget Overview

Revenues

LGAELCENETS

FY27 REVENUES
Municipal Contributions 1, 400
Confract Stops
Advertising

12% Increase in Fares

Budget includes the increased fare revenue starting in August

FTA Non-Capital Grants
MEDOT Operating Grants
Maine Discretionary Grants Unpredictable MEDOT Discretionary Grants

o ) Interest Income
Budget assumes a similar level of support from ME DOT which Fare Revenue

is not yet promised Total Revenue

FTA Apportionment Higher than expected

Formula funding this year was higher than previous
expectations




Budget Overview

Capital Expenses

LGAELCENETS

FY27 CAPITAL

Federal BSOOBFunds  Total
Saco Transportation Chargers § 1 ) 00 )
LoNo 2 BEBs

S 4.732.066.70

Fleet Replacement Good Fiscal Management Facilities Maintenance Leveraging Grants

The 5339 Bus Facilities Grant will allow us to make some
needed repairs to the facilities and equipment. We will add a
small tractor with loaded and other implements to improve
Yard maintenance capabilities

Replacing buses beyond their useful life should create savings
on Maintenance and Fuel Costs while helping with driver
retention and service reliability
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