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Purpose & Goals of the Study 

 Improve Regional Transportation:

 Achieve Efficiencies in Service Delivery:

 Implement Recommended Actions:

Background 



 

The Need for Investment 

Financial stability is of critical importance. 

Small staff sizes impact operational effectiveness.



 

Both districts are in need of new or retrofitted facilities.

New efficiencies may provide opportunities to improve service.

The Potential for Regional Service Delivery 

Investment Scenarios Considered 
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Recommendation
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Implementation Plan 

 



 



 

 

Background 

1. FY2020 budgets include 27 FT and 2 PT positions at MTD, and 18 FT and 10 PT positions at ETD. 



 



 



 

Study Goals and Overview of this Report 

 Improve Regional Transportation:

 Achieve Efficiencies in Service Delivery:

 Implement Recommended Actions: 

▪ Chapter 2 

▪ Chapter 3

▪ Chapter 4

▪ Chapter 5

▪ Chapter 6



 

 

Transit District Board Structure 

Operating Expenses 



 

1. Estimated FY2020 Expenses based on actual FY2020 budget, adjusted by averaging salary costs for each position to develop a predictive service 
model to compare future scenarios. These estimated costs vary slightly from adopted FY2020 budgets. 

2. Annual RVH estimates are based on a service model developed for the purposes of this study. Actual RVH vary slightly. 

3. For the purposes of this analysis, Average cost per RVH =Estimated FY2020 Total Expenses / Estimated Annual RVH.  

Revenues 

Source: Adopted FY2020 Budgets for MTD and ETD 



 

Financial Positions 

Source: Preliminary FY2019 audit statements for MTD and ETD. 

Staffing 



 

Labor Practices 

MTD’s Labor Contract with Teamsters Local 671 

▪ 

▪ 

▪ 

▪ 

▪ 

ETD Employee Handbook 

Employee Benefits 



 



 

Middletown Transit District (MTD) 
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Estuary Transit District 



 

Fleet 

 



 

Technology 
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Financial stability is of critical importance. 

Small staff sizes impact operational effectiveness.

Both districts are in need of new or retrofitted facilities.

New efficiencies may provide opportunities to improve service.

There are significant statewide transit needs, but limited resources.



 

 

 North Main Street, Middletown:

 CTDOT Maintenance Facility, Tylerville:

 314 Flat Rock Place, Westbrook:

 Middlesex Turnpike, Old Saybrook:

Recommended Sites 
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▪ 

Estimated Capital Costs for Facilities 



 

 

1. Cost for ETD’s full Operations & Maintenance Facility in Scenario 1 is based on revised square footage numbers from the Wendel report.  

2. Estimates for maintenance equipment (e.g. lifts, bus wash, etc.) are included in the facility estimates above. 

3. Soft costs based on total facility costs (not land acquisition) and include: Architectural and Engineering/Construction Services (8%), Owner’s Contingency 

(5%) and FFE (2%) for furniture, fixtures and smaller equipment such as phone and data systems, furniture, etc. Owners contingency is used to help 

defray change orders and owner-directed changes. 

4. A 25% contingency is included in the facility construction costs. 
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Staffing 
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1. FY2020 driver positions based on adopted budgets. Service increases over this year have increased ETD driver counts. 

2. Mechanics include a Maintenance Manager that would oversee both Vehicle and Facility Maintenance.



 

Labor Relations 

▪ 

▪ 

▪ 

Operating Expenses 

Transportation Expenses 



 

Maintenance Expenses 

Administrative/Overhead Expenses 



 

1. Fleet Maintenance cost keeps MTD’s current contracted cost of $46,000 across all scenarios and assigns similar costs to ETD reflecting transition to in-house maintenance on a similar sized fleet.  

2. Wages above are averaged by position and do not incorporate overtime. This adjustment corrects for averaging of wages and fringe rates across the board and to achieve consistency with FY20 budgets. 

3. Management/Other Salary under Scenario 1 assume MTD’s Deputy Operations Manager would become part of the contracted management team (at higher salary).  

4. Utility and Facility maintenance expenses were estimated based on current MTD costs per square foot and assume septic service at any Shoreline facility, but do not include digging on-site well for water supply 

5. Cost per Revenue Vehicle Hour based on estimated FY2020 annual fixed route and on-demand service hours (102,388) from model developed to evaluate service alternatives. 



 

Revenues 

▪ 

▪ 

▪ 

▪ 

− 

− 
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Technology Upgrades 

▪ Automated Vehicle Location (AVL) technology: 

▪ Dial-A-Ride/ADA Scheduling and Interactive Voice Response (IVR): 

▪ Radio System:

▪ Fare Collection:

▪ Fixed Route Planning/Scheduling



 

Rebranding and Marketing 

▪ 

▪ 

▪ 

▪ 

Non-Revenue Vehicles 

▪ 

▪ 

▪ 

 



 

1. AVL: Based on ETD’s implementation costs, requires an additional $150,000 to upgrade to a Passio AVL software. 

2. On-Demand Scheduling: Based on ETD’s implementation costs, MTD requires $40,000 to upgrade to Ecolane scheduling software. 

3. Radios: Based on recent implementation costs for ETD, it would cost $175,000 to upgrade MTD’s system to be compatible with the State network.  

4. Planning/Scheduling Software: Costs reflect initial start-up costs only for licensing and training ($5,000 for Remix, $30,000 for Hastus, $5,000 for 
training). Annual software support costs not included. For Remix, annual costs would be about $25,000 for a 40-vehicle agency. 

5. ETD’s Fare Collection System Upgrade is funded @ $350,000. Similar costs are assumed to upgrade MTD for compatibility with Go CT. 

6. Rebranding: Study@ $100,000; 38 vehicles @ $15,000 each; two $100 uniforms for 39 drivers; Website @ $15,000; Schedule redesign @ $3,000. 
Replace all bus stop and other signage systemwide @ $8,000 ($150 per sign installed at 40 bus stops, plus $500 per sign at 4 locations.) 

7. One supervisor/admin car @ $25,000 (e.g. SUV) for all Scenarios; 2 under Scenario 3. Service vehicle @ $125,000 under Scenarios 2, 3 and 4. 

  



 

Attracting & Retaining Quality Staff 

▪ 

Technical Capacity of Staff 

▪ 

− 

− 

− 

▪ 

▪ 

Shared Technology  

▪ 



 

▪ 

Efficiency & Sustainability 

Service 

Financial Resiliency 

▪ 

 



 

Goal 1: Achieve Efficiencies in Service Delivery 

Consider Overall Cost of Service Delivery 

Change in Operating Costs 

Scenarios 3 and 4

Percent of Budget Dedicated to Overhead 

 Scenarios 3 and 4 

Scenario 4



 

Use Existing and Planned Assets Efficiently  

All scenarios

Capital Cost for Facilities 

Scenario 4

Maintenance Reliability 

Scenarios 2, 3, and 4

Sharing of Capital Costs, Technology and Other Assets 

Scenarios 3 and 4

Provide Opportunity and Capacity for Growth 

Maintenance Facility Capacity & Ability to Handle Electric Vehicles 

All scenarios

Management Capacity 

All scenarios

Scenarios 3 and 4



 

Scenario 3

Potential for New Members/New Revenues 

Scenarios 3 and 

4

Goal 1 Summary 

 

Scenario 4 

Scenario 3

Scenarios 3 and 4

 



 

Goal 2: Plan and Implement Recommendations 

Plan is Practical and Implementable 

Scenarios 1 and 2

Scenarios 3 

and 4

Scenario 1 Scenario 3

Implement Changes that Have a High Level of Public & Political 
Support 

Impacts on Employee Satisfaction 



 

Consistency with Board Priorities 

Scenario 1 or 2

Scenario 3

Public Support 

Scenarios 3 

and 4

Goal 2 Summary 

Scenarios 1 and 3

 



 

Summary 

In summary, Scenario 3 best meets both these goals. 



 

 

Scenario 3, integration with a shared Operations & Maintenance center in Middletown and a second 

Shoreline facility to support transit operations in the Shoreline area, presents the most cost-efficient and 

practical strategy for the future delivery of regional transit services. 

▪ 
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Governance 

Board Structure & Representation 



 



 



 

1. Calculation based on 2010 census. Adjustments will be required following publication of 2020 census results. 

2. Portland and Haddam have expressed interest in joining MTD and ETD and are included as current members for purposes of this calculation. 

3. Includes Portland as “current member” and considers Cromwell and East Hampton as MTD area towns under a regional membership. 

4. Includes Haddam as “current member” and considers East Haddam and Madison as ETD area towns under a regional membership. 

 



 

Financial Matters & Municipal Contributions 

Rebranding/Public Relations/Marketing 



 

Facilities 

Site Acquisition 

Facility Design & Construction 

▪ Middletown Operations & Maintenance (O&M) Facility:

▪ Shoreline Facility:



 

▪ Middletown Vehicle Storage Facility:

− 

− 

− 
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▪ 

Management/Staffing/Labor 

Management/Staffing 



 

Labor Representation 

 

 

 

Additional Studies and Next Steps 



 

▪ Shoreline Real Estate Market Review:

▪ Environmental Site Review – MTD Facilities: 

▪ Joint Audit Statement:

▪ Human Resources Study:

▪ Public Relations/Marketing:

▪ Legal Fees:

▪ Other Studies:



 

Lessons Learned from Agency Peers 

▪ 

▪ 

▪ 

▪ 
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Appendix A: Evaluation of Investment Scenarios 

 

Appendix B: Recommended Facilities Program 


