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Biddeford Saco Old Orchard Beach Transit Committee

AGENDA
Tuesday April 7, 2026
11:00am-12:00pm

Hybrid Meeting In-Person and Remote
Saco Transportation Center
Join now via Teams
Meeting ID: 268 445 989 405 53 | Pass: 5gd3y3FA
Access By Phone: 1-312-667-7158
Phone ID: 392 844 166#

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 January 22, 2026
5.) Financial Reports December-February Staff Information
6.) Committee reports Chair Action
7.) Executive Director Report John Savage Information

e System Performance

e Return to Service Update

e Project Updates

e Personnel Updates

e PACTS Split Letter

e Fare Study and Public Information Session
8.) Old Business Chair Information
9.) New Business Chair Information
10.) Executive Session Chair Information

11.) Adjournment Chair Action


https://teams.microsoft.com/meet/26844598940553?p=DG8yZ2DONRtgvx5vRR
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Biddeford Saco Old Orchard Beach Transit Committee
MEETING MINUTES
January 22, 2026
3:00 PM
Hybrid — Saco Transportation Center and Virtual/ Remote

Call to Order — Ken Blow called the meeting to order at 3:04 PM.

Roll Call/ Ascertain Quorum

Members present: Ken Blow, Tim Fleury, Ryan Pelletier, Adi Irigat, Mike Foster.
Absent: Joshua Parks, Roger Beaupre, Jean Saunders

Staff present: John Savage, Rod Carpenter, Anne Austin, Nelson Perez.

Welcome — Tabled.

Public Comment — None.

Approval of Previous Meeting Minutes, December 18, 2025.

Motion by Tim Fleury to approve the Transit Committee meeting minutes of December
18, 2025. Adi Irigat seconded the motion. No further discussion. Ken Blow, Mike Foster,

Tim Fleury, Ryan Pelletier and Adi Irigat all voted in favor. Motion passed unanimously.
Minutes approved,

December 2025 Month End Financial Report— Delayed due to Financial Manager

out on medical leave. John Savage, Executive Director, gave a brief summary. Finances are
similar to last month. We are close to budget, a little above. Revenue is a little below in
passenger paid fares. All in all, the financial situation is about where we were last month.

Committee reports — None at this time.

Executive Director’s Report — Executive Director John Savage presented the report.

. Monthly Ridership — Down slightly compared to FY 25. Follows previous years’ trends.
One driver has been having some technology challenges that are being worked through.

. On-time performance (OTP)- overall is trending up. Nelson has worked a lot with
adjusting schedules and retiming routes. Now it is possible to be on-time.

. QuickRide Key Performance Indicators- Passengers per week continue to grow, still
trending upward.

. Personnel Updates: Currently staffing 7 of 9 full time drivers.

. Operations Management Structure Changes — Looking to promote Larry Days to

Customer Service and Mobility Manager. Developed job description for that role. The
vision is to have him handling Trolley Sales efforts and working on improving our
riders’ experiences. Planning to move forward.

. Bus reliability has improved. We are working to replace two free old buses with two
newer free buses to further help with fleet reliability.
. Targeted social media ads will be launched.
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Capital Projects
e Acquired two new used Gillig transit buses.
e Gifted by Southeast Regional Transit Authority in New Bedford, MA
e Will allow us to phase out two even older buses that are no longer reliable while we wait for the
product of our new buses.
e Overhead Charging Stations at STC
= Struggling with Camber to kick-off construction
* Finalized plans submitted to Planning and Permitting
=  Working to schedule pre-construction meeting.
e  Grant Opportunities
* LoNo 4/Bus and Bus Facilities — Hybrid Electric Buses and Overhead Charging Cost
Overruns
= Selected to receive $1,537,650 for the purchase of hybrid buses!
o Upcoming Bus Purchases: Two (2) LoNo 3 Battery Electric Buses, Three (3) Hybrid Diesel Electric
Bus.
e In person pre-production meeting will be in early March.

Operations Initiatives

Previous Year Audits

e FY ’24 audit completed. Awaiting receipt of audited financials.

e Starting FY ’25 Audit- Kick Off Meeting Scheduled

FTA Triennial Review FY 23, 24, 25 — Every three (#) years the FTA reviews our policies, records, and

performance. These reviews are wide ranging but tend to have a few areas of heightened focus driven by

the priorities of the current administration. We are in our triennial review year and have received word

our first round of documentation will be due on February 27, 2026.

e Our in-person review will be held August 11-13 with a final closeout meeting held on August 20.

e Working with GP Metro on regional initiatives.

e Fare structure study is happening. Results expected late spring.
e Coordinating with Metro as they prepare to start their Scarborough service looking to synergize
and create better service for our riders with our current funding.

o  We completed a review and update of our employee handbook to bring it in line with our practices
and into compliance with current state and federal laws. Final Draft included in meeting packet.
Welcome any feedback.

e Personnel Updates - « One Staff on Leave of Absence - Operations Supervisor- Terri Dority

e Turn Over - Two drivers retiring
» First is done in two weeks 2 weeks, replacement has been hired
» Second is done end of March looking to hire his replacement
Recruiting/Staffing

* Drivers- (as of 12/15) 8 FT /9 PT
» Staff- 11 Hourly / 6 Salary
* Looking for a Technician, and a Grants and Procurement Coordinator

9. Old Business — None.
10. New Business — None.

11. Adjournment - Motion to adjourn by Tim Fleury, seconded by Mike Foster. Meeting adjourned at
3:32pm.
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Passengers by Week !'
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Staffing Challenges & TaNsME
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* Current Staffing 8 of 9 FT
Drivers

* This staffing level supports
4 buses and 1 QR Van per

John Savage

Deputy
Director
Rod Carpenter
. ervice an
0D \Vianaaerl

day instead of 5 buses.
* Operations Management
Structure Changes

 Larry has accepted the Role
as Customer and Mobility
Manager




Staffing Challenges & Ra"sﬁtﬂ
Service Recovery Plan idciord 5460 | 0 Orhard e

Two-part Recovery Plan

1. Employee Retention and Operational Stability

v'Route Optimization: Updated Schedule for Biddeford, and Portland
Routes. Current Saco and Old Orchard Beach Timetables are working
well.

« Enhanced Support & Training

 Management & Fleet Accountability:

v Bus Reliability has improved, working to replace two free old buses with two
newer free buses to further help with fleet reliability until new buses can are
delivered.
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2. Strategic Recruitment Campaign

This phase shifts from reliance on Indeed to a multi-channel, targeted
campaign that highlights the newly improved working conditions.
» Launch targeted social media advertising (Facebook/Instagram)- Limited Success

« Partnering with Maine Street Media to develop a marketing plan to:
» Start Geo-Targeted Google Ads
* Improve Facebook and Instagram Presence
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Capital Projects

* Overhead Charging Stations at STC

* Pre-Construction Meeting Held in March
* City of Saco Letter of Credit Challenges

« Upcoming Bus Purchases

* Rod and John travelled to Gillig factory in Livermore, CA
toured the facility and worked through the bus

specifications.

« Two (2) LoNo 3 Battery Electric Buses
* Due to start on the line the week of November 8

» Three (3) Hybrid Diesel Electric Bus
» Looking to take delivery Spring and Summer of 2027
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* Previous Year Audits
 Starting FY ‘25 Audit Kick Off Meeting Scheduled

* FTA Triennial Review FY 23,24,25

« Working through file and document requests for desk audit

« Our in-person review will be held August 11-13 with a final closeout
meeting held on August 20

» Working with GP Metro on regional initiatives-

« Coordinating with Metro as they prepare to start their Scarborough
service looking to synergize and create better service for our riders
with our current funding.
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Fare Study Tjasﬁ"‘—‘

PUBLIC_MEETING « GP Metro and BSOOB Transit use a shared Fare Collections and Bus
Fare Policy Update Pass Application Suite called Dirigo.

Presentation and Public Input on
Biddeford

| asitE « This system allows daily and monthly fare capping, company funding of
Comm transit rides for employees/tenants, and reduced price fares without

Public Input Needed on Possible =~ Monday, April 13, 2026

Fare Policy Updates 4:00 PM - 5:00 PM requ i ri ng ID .

We are Seek_itn g[ge::z; Ck;::;:iiglers and Saco Transportation Center . .

”g » By combining the two systems passengers who use BSOOB Buses can
YDA U SN s vl uponrocuest transfer seamlessly unto GP Metro Buses and vice versa and enjoy the

and long-term sustainability.

R benefi’gs of daily and monthly fare capping regardless of the system they
A\(idef Publicrequisﬁur les pf)s.sibles E ":|-_E are US|ng.

oot e [ « GP Metro has engaged a 3™ Party to complete a fare policy and rate
e ssoon e Bl ECEERe study. They included us in the scoping of that study and | have been

ey o0 b Saaean Srtagaimada able to participate in the work session and update meetings.

Kordhinta Qiimaha Basaska BSOOB.

» Both systems have not had an increase in 6 years.

207-282-5408 - info@bsoobtransit.org + www.bsoobtransit.org
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IE_DUBtICI_MESTLNtG * Proposed Changes
Sl p,p « Increase base fare to $2.25 (currently $2.00)

[ﬂaNSitE « Increase reduced fare to $1.10 (currently $1.00)
* Increase Metro BREEZ fares to $4.50 (currently $4.00); Reduced fare

Public Input Needed on Possible =~ Monday, April 13, 2026 )

Fare Policy Updates 4200 P 5:00 PA1 increase to $2.25 from $2.00

We are seeking feedback from riders and tation Center . .
oy e el e pur * Decrease BSOOB Zoom service to match BREEZ express service fares.
Your npu il help guide doesions tht New Zoom fares would be $4.50 for base fare and $2.25 for reduced fare
impact service accessibility, affordability, ~ Interpreters available upon request. g

anz long-term sustainabilit);. ! For:elailsz ’ ’ (CU rrently $5-00 and $2-50 reSpeCtIVer).

Multilingual Notice booobiransh orgere-policy-updte * Increase monthly base fare cap to $65 (currently $60), daily fare cap to
e et nes I [E] $6.50 (currently $6.00).

bus BSOOB. -

RO . o « Schedule of Public Meetings

tarifaria de BSOOB Transit. b

Ra'yi Dadweyne ayaa Loo Baahan ® ThurSday, April 9: 3:30 pm - 5:30 pm; Portland PUinC Library

Yahay oo ku Saabsan Suurtagalnimada

Kordhit

crenta Qimaha Basaske BS00%: « Saturday, April 11: 11:00 am — 1:00 pm; Westbrook Community Center
* Monday, April 13: 4:00 pm — 5:00 pm; Saco Transportation Center.
» Tuesday, April 14: 6:00-7:00 pm; Virtual Meeting

207-282-5408 - info@bsoobtransit.org + www.bsoobtransit.org
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* One Staff on Leave of Absence
» Operations Supervisor- Terri Dorritty

e Turn Over

» Two drivers retiring
» Firstis done in two weeks 2 weeks replacement has been hired
« Second is done end of March looking to hire his replacement

* Recruiting/Staffing
e Drivers- (as of 12/15) 8 FT /9 PT
 Staff- 11 Hourly / 6 Salary (1 FMLA)
 Looking for a Technician, and a Grants and Procurement Coordinator
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