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Introductions



Project Team

y SN

ULSTER COUNTY TRANSPORTATION COUNCIL

Dennis Doyle

Director
ddoy@co.ulster.ny.us

Brian Slack

Principal Transportation Planner
bsla@co.ulster.ny.us

David Staas

Senior Transportation Planner
dsta@co.ulster.ny.us

AT

ULSTER COUNTY AREA TRANSIT
s B 4% 3403333

Toni Roser
Director of Public Transit
toro@co.ulster.ny.us

Anthony Troccia

Deputy Director
antr@co.ulster.ny.us

Scott Workman

Deputy Director - Electrification & Innovation
swrk@co.ulster.ny.us
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Jarred Toups
Project Manager, Foursquare ITP
jtoups@foursquareitp.com

Josh Diamond
Principal-in-Charge, Foursquare ITP
jdiamond@foursquareitp.com

Jacob Fritz
Task Lead & Technical Advisor, JF Public Transit
jfritz@jfpublictransit.com
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Technical Advisory Committee (TAC)

m [ntroductions

m \Whatis the role of the TAC?

0 Review of Deliverables
O Community Liaisons
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Project Background and Goals
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Project Goals

Increase Develop Embrace Adopt
UCAT Ridership and recommendations new mobility models a new technology
transit mode share in that are adaptable to (e.g. microtransit) in platform to operate
Ulster County an electric fleet UCAT’s service area and monitor UCAT

transition where appropriate services
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What is Microtransit?

B New mobility models, like
microtransit, allow agencies to be
more strategic with their fixed-route

services.

Milkrock

-
s
-

m Connect Mid-Hudson Study (2021) L
O Identified preliminary regional ol
microtransit opportunities
m Ulster County applied for NYSERDA
Clean Neighborhood Challenge e A PTS—
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Project Understanding

m The project team’s approach will:
0 Be data-driven, including a detailed market and service analysis

O Will incorporate outreach with riders and non-riders, as well as key stakeholders
and front-line staff

m The project team will develop recommendations that reflect best
practices and are contextualized to specific goals and challenges facing
UCAT and Ulster County, including:

Service frequency expectations of riders and employers

Commitment to a fully electric fleet by 2035

Need for additional bus storage

Continued labor shortages

System and technology goals related to service planning and operational
management

Ooooono
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Project Scope



Task 1: Project Coordination

m This task concerns the overall management and coordination of
the project, including today’s meeting.

Task Deliverables

1. Project Kick-off Meeting

2. Bi-weekly Project Update Calls
3. Monthly TAC Meetings
4. Monthly Progress Reports
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Task 2: Project Team Communication and Public
Engagement Plan

m Following this meeting and TAC input, we Task Deliverables
will draft a Public Engagement Plan (PEP)

0 The PEP will focus on capturing a robust

. Draft and Final Public
Engagement Plan

cross-section of public and stakeholder . Three (3) rounds of public
feedback and stakeholder meetings
0 Based on our experience with other projects, (including front-line staff

engagement strategies identified in the PEP engagement)

may include: . Transit survey

® Atransit survey to ask current and prospective o el B -
riders’ perceptions, preferences, and priorities Stakeholder and Public
regarding transit service in Ulster County, Outreach

® Public and stakeholder meetings,

® and Front-line staff “Inreach” through informal
interviews meeting operators, dispatchers, etc.
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Task 3: Baseline Route Profiles and Transit
Market Analysis

B Incremental changes in land use, demographics, mobility
options, and travel patterns may resultin a service that is no
longer optimized to the community it serves.

B (Good data is critical to establishing a clear understanding of the
strengths and weaknesses of the existing UCAT network

Supply
Where is service
provided, and how
does it perform?

Demand

Where is transit
needed?
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Task 3: Baseline Route Proflles and TranS|t
Market Analysis

m For assessing the demand side of
UCAT’s transit network, the project
team will: | — ==

olumbia

0 Look atthe overall population and
job densities in the UCAT service area

0 Look atthe spatial distribution of
demographic groups that are more
primed to use transit (low-income,
zero-carhouseholds, etc.)

O Look attravel flow data to assessthe o e A
predominate travel patterns in Ulster _ A ”’"
County T )
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Task 3: Baseline Route Profiles and Transit
Market Analysis

B For assessing the supply side of
UCAT’s transit network, the project
team will develop a series of l,
diagnostic route profiles.

m The profiles will examine ridership, %ynnmlllhm@[14;4;iPL@L:;@;@; L
productivity, and service quality by o o [
route. ..l|l|| |||| |||| ||1|n 1 1 |

m Profiles will include an overall '@—“ |
assessment of the route’s strengths i m|,|m,m| | ——
and weaknesses, as well as ‘ T g g
potential service improvement 1I|||| I” S U
opportunities. o
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Task 3: Baseline Route Profiles and Transit
Market Analysis

m This task will use existing demographic, Task Deliverables
travel flow, and transit data to assess 1. Technical Memo - Market
both the demand (Ulster County’s Analysis (Demand)
transit market) and supply (service 2. Z‘::l‘;‘::‘(;i“;&)‘ Service
performance data) to identify Compilation of Route
opportunities for service improvement Profiles

and expansion.
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Task 4: Service Alternatives and Cost-Benefit
Analysis

O Usin§ the data and input from Tasks 2 Task Deliverables
and 3, we will develop two distinct
service scenarios aimed at improving the 1. Technical Memo -
effectiveness and efficiency of public Preliminary Service
transportation in Ulster County. Scenarios
O Route realignments
0 Route extensions
0 New routes
0 New service types (i.e. microtransit)
0 Revised Spans or Frequencies
OO0 Etc.
m Both scenarios will be vetted to UCAT These are NOT intended to be a binary

choice, but rather two scenarios that

staff and TAC members before beinE
presented to the public for feedback.

may both have ideas that may end up in
the final scenario.
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Task 5: Implementation Plan and Scheduling

CAT

m  Afinalpreferredservicescenariowill be
developed, and field tested to ensure A
feasibility. i S 8 A2

m The team will develop a more detailed N
draft implementation plan that will
phase recommendations based on Draft and Final Transit
budget and resource considerations. T
evelopment Plan

m The team can also provide an equity . Detailed Timetables and
assessment of the preferred networkin
accordance with FTA and UCAT’s Title VI

Route 7 - Emmet Street & Seminole Trail

Task Dellverables

Rostering Plan

policies. i
m The team will also provide detailed i — —
scheduling support for the final e e %
recommendations. pires ST -
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Task 6: Service Launch and Optimization

m The Foursquare ITP team will help UCAT and UCTC staff develop
a service monitoring plan including key metrics and time
intervals of measure. Together, we will identify a set of service
performance categories such as:

O Reliability

0 Efficiency

0 Customer satisfaction
[0 Safety

B This service monitoring plan will enable UCAT to track the
efficacy of the recommendations and identify opportunities for
adjustment at a more regular basis.
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Task 6: Service Launch and Optimization

m The Foursquare ITP team will advise UCAT and UCTC staff on
best practices for marketing and educational campaigns, both
for launching new service and for ongoing community
engagement. This campaign may include:
0 Direct Outreach (events, meetings, etc.)

O Print Marketing (mail, brochures, flyers) :
Task Deliverables
OO Digital Marketing (website, social media, etc.).

. Technical Memo - Service

Monitoring
. Technical Memo - Marketing
and Education
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Task 7: System/Technology Analyses and
Recommendations

m UCAT s seekingto consolidate duplicative
technologies and develop a uniform hardware
and software platform capable of providing
dynamic tools for scheduling, routing, and
operational management.

B The study team will supplement software
evaluations with real-world case studies to
document how differenttechnologies perform
under circumstances similar to UCAT
requirements.

m  We will then work collaboratively with UCAT

Task Deliverables

staff to develop a recommended turn-key 1. Technical Memo—
cloud-based solution, taking into account System/Technology Analysis
demonstrated functionality, industry peer and Recommendations
reviews, and UCAT staff’s feedback and

preferences.
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Project Schedule & Next
Steps



Project Schedule " mesting

(tentative)

— 2024
Jan. f Feb. Mar. Apr. May Jun. Jul. Aug.
Task | Description Start End 1|8 [15|22|2¢ 5 12|19(26] 4 |11]18]25| 1 | 8 [15/22 29| 6 [13|20 (27| 3 [10[17|24| 1 | 8 |15]|22]29]| 5 [12]19]|26| 2 | 9 [16]23 |30
1 Project Coordination 2/9/2024 8/9/2024 I ]
1.1 Project Coordination 2/9/2024 8/9/2024 ko | | [ ]
2 Project Team Communication and Public Engagement Plan  3/4/2024 4/5/2024 Nl
2.1 Transit Survey 3/4/2024 4/5/2024 HE
2.2 Public and Stakeholder Meetings SM
2.3 Front-Line Staff Inreach SM
3 Baseline Route Profiles and Transit Market Analysis 2/5/2024 4/26/2024 -
3.1 Transit Market Analysis 2/5/2024 4/5/2024 N
3.2 Baseline Route Profiles 2/26/2024 4/26/2024
4 Service Alternatives and Cost-Benefit Analysis 4/1/2024 5/31/2024
4.1 Service Scenarios 4/1/2024 5/31/2024
4.2 Service Vetting 5/6/2024 5/31/2024
5 Implementation Plan and Scheduling 5/20/2024 8/2/2024
5.1 Field Testing 5/20/2024 6/15/2024
5.2 Implementation Plan 6/3/2024 8/2/2024
5.3 Equity Assessment 7/1/2024 7/20/2024
5.4 Scheduling Support 7/1/2024 8/2/2024
6 Service Launch and Optimization 6/3/2024 7/5/2024
6.1 Service Monitoring 6/3/2024 7/5/2024
6.2 Marketing and Education 6/3/2024 7/5/2024
7 System/Technology Analysis and Recommendations 3/4/2024 5/31/2024
7.1 System/Technology Analysis and Recommendations 3/4/2024 5/31/2024
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Next Steps

B The project team will develop the Public Engagement Plan

B The project team is beginning the data collection and analysis
for the market and service assessments

@ @ @ O
H Foursquare February 29, 2024
lo——ot o | _|

ol M s ITP UCAT ROUTE OPTIMIZATION PLAN KICK-OFF MEETING




Discussion



Discussion

m We’re going to do two brief interactive exercises, then open up
the floor for general discussion

Instructions

Goto
www.menti.com

Enter the code

5196 8383

Or use QR code
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What’s in a name?

B "Route Optimization Plan" may not capture the full extent of
what this project aims to achieve. What are your thoughts on a
different name?
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What’s in a name?

Join at menticom | use code 5196 8383 i Mentimeter
What should we call this project?
6 responses
over bus study
transit development plan
¥
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Open Discussion

B Project Goals and Mission
m General Questions
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Thank you!

https://uctc.ulstercountyny.gov/projects/ulster-count

Brian Slack

Project Manager, UCTC
bsla@co.ulster.ny.us

Jarred Toups

Project Manager, Foursquare ITP
jt four reit m


mailto:jtoups@foursquareitp.com
https://uctc.ulstercountyny.gov/projects/ulster-county-area-transit-route-optimization-plan/
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