Board of Directors

February 28, 2019 at 4:00 p.m.
114 Valley Street | Portland ME, 04102
METRO Conference Room

MEETING AGENDA
AGENDA ITEM

PRESENTER

Belinda Ray, Board
President
2. Public Comment (4:00-4:05)
Belinda Ray, Board
The METRO Board of Directors welcomes public comment. For President
items NOT listed on this agenda, the chair will recognize speakers at
this point on the agenda. For items on the agenda, the chair will
recognize public comment following the staff presentation. There is
a three-minute time limit per citizen.
3. Meeting Minutes (4:05-4:10)
Belinda Ray, Board
The Board will be asked to approve meeting minutes from the President
December 12, 2018 meeting of the Board of Directors.
4. Authorization of Bond for Local Share of New Bus Purchases
Greg Jordan, METRO
(4:10-4:20)
General Manager
Staff will present information and ask the Board to authorize the
issuance of General Obligation Bonds to finance the local share of Ellen Sanborn, METRO
the cost for six (6) new replacement buses and associated Finance Director
enhancements. Attachment B provides motion wording.
1. Call Meeting to Order (4:00)

5. 2019 Proposed Final Operating and Capital Budgets (4:20-4:30)
Staff will present the final 2019 Operating and Capital Budgets for
approval.
6. Plan for Bringing New Communities onto Metro Board (4:304:50)
The committee will be asked for approval of Option #3, Simple Add,
of the transition plan aimed at bringing the towns of Brunswick,
Freeport, and Yarmouth formally onto the Metro Board in 2020.
7. Metro Employee Personnel Policies revision (4:50-5:00)
Staff will outline and ask the Board to approve the updated
Employee Manual, bringing it into compliance with cleaner and
clearer language.

ACTION or
INFORMATION
N/A

Information

ACTION
ACTION

Greg Jordan, METRO
General Manager

ACTION

Greg Jordan, METRO
General Manager

ACTION

Greg Jordan, METRO
General Manager

ACTION

Jennifer Ogden,
METRO HR Director

8. Automated Fare Policy and Technology (5:00-5:20)
Greg Jordan, METRO
Staff will present a draft Automated Fare Policy and ask the Board General Manager
to give its endorsement to move forward with actions
recommended by the Automated Fare Consultants.

ACTION

9. General Manager’s Report (5:20-5:25)
The General Manager will provide an update on current topics,
projects, and initiatives.
10. Future Agenda Items (5:25-5:30)
This an opportunity for Board members to request future agenda
items.
11. Upcoming Meetings (5:30)
• Finance Committee – March 6, 2019
• Executive Committee – March 13, 2019 at 4:30 p.m.
• Ridership Committee – March 21, 2019 at 4:00 p.m.
• Board of Directors – March 28, 2019 from at 4:00 p.m.
11. Adjournment (5:30)
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Greg Jordan, METRO
General Manager

Information

Belinda Ray, Board
President

Information

Belinda Ray, Board
President

Information

Belinda Ray, Board
President

N/A
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AGENDA ITEM 3

Meeting of the Board of Directors
December 12, 2018
Draft Meeting Minutes
Minutes of the Board of Directors Meeting of Thursday, December 12, 2018, held at 4:30 p.m. in the
Greater Portland Transit District’s conference room, 114 Valley Street, Portland, Maine.
Board Members Present:
John Thompson – Board President
Mike Foley
Ed Suslovic
Belinda Ray – Board Vice President
Brendan O’Connell (via telephone – 4:50 p.m.)
Hope Cahan
Paul Bradbury – Board Treasurer
Jim Violette
Merrill Barter
Pious Ali (5:04 p.m.)

Staff and Others Present:
Greg Jordan
Ellen Sanborn
Gary Vogel, METRO Counsel
Lauren Shaw
Peter McGuire, Portland Press Herald
Board Members Absent: None
Public: George Rheault

1. The meeting was called to order at 4:30 p.m. by John Thompson, President of the Board,
2. Public comment:

George Rheault from West Bayside was present. He questioned how many riders we lose with our
current pet policy (service animals only) and will METRO be addressing it in 2019? Greg Jordan: Our
policy is based on the Federal Guidelines. Hope Cahan: allergies to dander and fleas by other riders
must also be considered.
He has also spoken to many USM students on the bus who say the app tracker is not reliable. Are we
or our vendor trying to fix it? Shelters are not necessary if there is accurate information on when a
bus will arrive.

3. Meeting Minutes:

Motion made by Mike Foley to approve the minutes, as written, from the November 29, 2018 Board
of Directors meeting, seconded by Merrill Barter and Paul Bradbury. Motion passed unanimously by
all present.

4. No Item 4 was listed on the agenda
5. Memorandum of Understanding with Dirigo Center Developers LLC.

Ed Suslovic recused himself from the board and joined the public area during this item discussion
due to a professional conflict on this topic.
Greg Jordan shared that Dirigo Center Developers LLC have proposed a one-time payment of
$175,000 to Greater Portland METRO when the lease is in place and ready to be signed. There will
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be no future payments to METRO and no cost responsibility for the project by METRO, other than
the first $5,000 of attorney fees in the development of the lease.
Gary Vogel, Counsel for METRO, explained that Waterstone is able to close on their bond financing
on the strength of this Memorandum of Understanding (MOU). Then a final lease will be created,
based on the MOU, but with much more detail. He expects details will be in METRO’s favor. A
challenge has been made to the subdivision amendment approval, but that will not delay payment
to METRO. When a resolution by the Board is made giving authorization for Greg Jordan to sign the
final lease, payment will be made to METRO of $175,000, with the understanding the lease will not
be executed until all appeals are settled. There will be no risk that METRO must repay the money.
Also, METRO has agreed to pay up to $2,500 in legal fees for its involvement in different phases,
while Dirigo pays the additional legal fees up to $5,000 for each phase.
Upon request, Greg Jordan discussed METRO’s review rights of the Dirigo development project and
the possibility of METRO owning or leasing a transit hub in the development in the future, for which
it would have oversight authority.
Gary Vogel: Dirigo wants to move forward with this project and it is continuing site development
while gathering approvals. It is Dirigo’s intent to present the Board with the initial lease in January
2019, with expectation that it will be complete and approved by the Board by March, allowing
payment to METRO in late March.
Jim Violette clarified that METRO has no current plan to go into the development and cannot be
forced to unless the Board votes for it in the future. Route 4 and the Husky Line are oriented to
provide transit service to the perimeter of the site. He also voiced his concern that doing so would
add to Westbrook’s percentage of costs.
George Rheault raised the question of bankruptcy on Dirigo’s part. Greg Jordan explained that Dirigo
has to maintain insurance for ten years; if they do not, we have termination rights under the lease.
Belinda Ray moved to approve that Metro and Dirigo enter into a long-term lease (the “Lease”) for
the Public Infrastructure Improvements which shall facilitate a tax exempt financing of a portion of
the costs of the Public Infrastructure Improvements (the “Tax Exempt Financing”) and pursuant to
the further terms and conditions hereof that will reflect the mutual and shared goals and objectives
of the parties pursuant to the attached Memorandum of Understanding. Hope Cahan seconded the
motion. Motion passed by Board majority, including Brendan O’Connell via telephone, with Ed
Suslovic having recused himself from the proceedings.
Ed Suslovic returned to the meeting.
6. 2019 Tax Anticipation Note

Ellen Sanborn, Finance Director, gave a brief overview of the interim financing the Board approves
annually. This year, the request is $3,000,000 as cash flow needs have increased. Camden National
was the lower of two bids, with an interest rate about 1% higher than 2018. In 2018, all funds were
drawn down by July, and the same is expected for 2019. Interest is not paid until and only for the
amount drawn. The timing of most of our cash is mid-July with City and Federal funds arriving in
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the fall. Anticipated costs are covered by the proposed 2019 budget. In 2018, the interest earned
on payments sitting in the bank until the funds are needed was enough to cover the interest fee on
the Tax Anticipation Note. All funds must be repaid within 12 months.
Hope Cahan asked Greg Jordan for a report on options to reduce or remove the need for a Tax
Anticipation Note in the future.
Paul Bradbury moved that the vote entitled, “Authorization for Tax Anticipation Borrowing
($3,000,000)” be approved in form presented to this meeting and that the Clerk file an attested
copy of said vote with the minutes of this meeting. Belinda Ray seconded the motion. Motion passed
unanimously by all present, including Brendan O’Connell via telephone.
7. Board Officer Selection for 2019-2020

With thanks for John Thompson, Board President, for his outstanding leadership, a motion was made
by Ed Suslovic, and seconded by Paul Bradbury, pursuant to Metro’s By-Laws, proposing the following
slate of officers for the 2019-2020 calendar years:
Belinda Ray, President
Hope Cahan, Vice President
Paul Bradbury, Treasurer
John Thompson, Secretary
Motion passed unanimously by all present, including Brendan O’Connell via telephone.

8. General Manager’s Report

Greg Jordan reminded the Board that the METRO holiday gathering will be December 20, 2018, 10:00
a.m. to 4:00 p.m. with remarks and awards made about noon.
The Board Retreat on January 24, 2019 will replace the regular Board meeting for January; a business
item may be covered during that time. The Retreat will be held on the fourth floor of USM’s Glickman
Library, Portland Campus.

9. Future Agenda Items
10. Upcoming Meetings

•
•
•
•

Finance Committee – January 2, 2019 at 4:00 p.m. - CANCELED
Executive Committee – January 9, 2019 at 4:30 p.m.
Ridership Committee – December 20, 2018 at 4:00 p.m.
Board of Directors – Board Retreat January 24, 2019 at 8:30 a.m.

11. Adjournment

Ed Suslovic moved to adjourn, seconded by seconded by Belinda Ray. With unanimous approval by
all present, the meeting adjourned at 5:24 pm.
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BOARD OF DIRECTORS

AGENDA ITEM 5

DATE
February 28, 2018
SUBJECT
Financing local share of new bus purchase
PURPOSE
Authorize issuance of General Obligation Bonds to finance the local share of cost for 6 new replacement buses
and associated enhancements.
BACKGROUND/ANALYSIS
In accordance with our five-year Capital Improvement Plan and our contract with New Flyer for the purchase of
new transit buses, we will be receiving our second order of 6 diesel buses in August of this year. These buses
will be replacements for 2005 Orions. Attachment A is a breakdown showing available funding and estimated
cost. We now need to issue debt to finance the local portion of $460,000.
You may recall that the local match for our first purchase of new buses in 2018 was funded by a bond issued
through the Maine Bond Bank, who issues tax exempt general obligation debt for various governmental entities
who cannot access the bond market directly (small borrowers). An application has been submitted to them for
financing this local match, which requires approval of the legislative entity (the Board) to borrow funds.
To approve the financing, a vote is required as detailed in Attachment B, provided by Bond Counsel (Pierce
Atwood). Once approved, the application will be perfected, and MBB will issue bonds and provide the funds to
Metro.
FISCAL IMPACT
Bond term will be 10 years, at an estimated rate of 3.2%. Debt service payments will be included in our annual
budget. Our 2018 bonds were issued in May at a composite rate of 2.8%. Current market rates are trending
higher than in spring of 2018.
RECOMMENDATION
Staff recommends authorizing the district to borrow funds, and authorize the Board President and Treasurer
to execute the required paperwork.
CONTACT
Ellen Sanborn
Finance Director
207 517-0323
esanborn@gpmetro.org
ATTACHMENTS
Attachment A – Estimate of new bus cost and funding
Attachment B – Financing authorization language

Item 4 - Attachment A
Greater Portland Metro
2019 New Buses
Funding and Estimated Cost

7-Feb-19

Funding
Federal (85%):
ME-2018-0016
ME-2016-0016
ME-2019-xxxx
Bal of prior local match

Est
$

Local match - bond issue
Total Funding

460,000
$

Estimated Costs
New Flyer contract
3rd Order (6 diesel)
Talking Bus (est)
make ready (est)
paint
farebox (est)
travel
Contingency

Total Cost
Variance

1,888,137
63,135
716,457
11,414

3,139,143

2,985,373
72,000
15,900
20,232
18,000
2,000
25,638

$

3,139,143
(0)

Item 4 – Attachment B

Motion: I move that the vote entitled, “Authorization for Borrowing ($460,000)” be approved in
form presented to this meeting and that the Clerk file an attested copy of said vote with the
minutes of this meeting.
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TITLE: Authorization for Borrowing ($460,000)
By the Board of Directors of the Greater Portland Transit District be it hereby voted, ordered
and resolved as follows:
VOTED:

That, pursuant to Section 3512 of Title 30-A of the Maine Revised Statutes, the
President and Treasurer the Greater Portland Transit District (the “District”) are
hereby authorized and empowered to borrow from the Maine Municipal Bond
Bank (the “Bank”), at one time or from time to time, an aggregate principal
amount not to exceed $460,000, to finance the local match for federal grants to
purchase new transit buses (the “Project”).

VOTED:

That in order to accomplish the borrowing authorized above and to evidence the
loan, the District is authorized to issue its general obligation bonds in an amount
not to exceed $460,000 (the “Bonds”).

VOTED:

That the Bonds shall be dated as of such date, mature at such time and in such
amounts (but not to exceed 11 years from the date of issuance), bear interest at
such rate or rates, and be in such form and contain such terms and provisions as
the Treasurer may approve, such approval to be conclusively evidenced by his
execution thereof; and

VOTED:

The District be and hereby are authorized to borrow money in anticipation of said
Bonds by the issuance and sale of notes or renewal notes in anticipation thereof
and to determine the date, form, interest rate, maturities (not to exceed 1 year
from the date of issuance) and all other details of such notes, including the form
and manner of their sale and award, subject to the provisions of the law and these
Votes (the “Notes”)

VOTED:

That the Bonds and Notes shall be executed in the name of and on behalf of the
District by the Treasurer, countersigned by the President of the District, attested to
by the Clerk.

VOTED:

The Bonds and Notes shall contain such other terms and provisions, not contrary
to the general tenor hereof, as the Treasurer may approve, his approval to be
conclusively evidenced by the execution thereof; and

VOTED:

The Treasurer and President of the Board of Trustees be and hereby are
authorized, on behalf of the District, to enter into a loan agreement with the Bond
Bank in conjunction with the issuance of the Bonds or Notes, in the aggregate
principal amount not to exceed $460,000 with a term not to exceed the term of the
Bonds or Notes, as applicable, said loan agreement to be in the usual and ordinary
form utilized by the Bond Bank in connection with its General Resolution
Program, which is hereby approved, and to contain such other terms and
provisions, not contrary to the general tenor hereof, as the Treasurer and President
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of the Board of Trustees may approve, their approval to be conclusively
evidenced by the execution thereof.
VOTED:

The Bonds and Notes shall be transferable only on registration books of the
District kept by the transfer agent, and said principal amount of the Bonds of the
same maturity (but not of other maturity) in the denomination approved by the
Treasurer upon surrender thereof at the principal office of the transfer agent, with
a written instrument of transfer satisfactory to the transfer agent duly executed by
the registered owner or his attorney duly authorized in writing. Upon each
exchange or transfer of a Bond or Note, the District and the transfer agent shall
make a charge sufficient to cover any tax, fee or any other governmental charge
required to be payable with respect to such exchange or transfer, and with respect
to such exchange or transfer, and subsequent to the first exchange or transfer, the
cost of preparing new Bonds or Notes upon exchanges or transfer thereof to be
paid by the person requesting the same.

VOTED:

If the Bonds and Notes hereinbefore authorized are issued on a tax-exempt basis,
the Treasurer be and hereby is authorized to covenant and certify on behalf of the
District that no part of the proceeds of the issue and sale of the Bonds and Notes
hereinbefore authorized shall be used directly or indirectly to acquire any
securities or obligations, the acquisition of which would cause such Bonds or
Notes to be “private activity bonds” within the meaning of Section 141 of the
Internal Revenue Code of 1986, as amended (the “Code”) or “arbitrage bonds”
within the meaning of Section 148 of the Code.

VOTED:

If the Bonds and Notes hereinbefore authorized are issued on a tax-exempt basis,
the officers executing such Bonds and Notes be and hereby are individually
authorized to covenant and agree, on behalf of the District, for the benefit of the
holders of the Bonds or Notes, that the District will file any required reports and
take any other action that may be necessary to ensure that interest on the Bonds or
Notes will remain exempt from federal income taxation, and that the District will
refrain from any action that would cause interest on the Bonds or Notes to be
subject to federal income taxation.

VOTED:

If the Bonds and Notes hereinbefore authorized are issued on a tax-exempt basis,
the Treasurer be and hereby is authorized, to the extent permitted and available
under the Code, to designated the Bonds or Notes issued hereunder as qualified
tax-exempt obligations for purposes of Section 265(b)(3) of the Code, to the
extent permitted thereby.

VOTED:

The Treasurer be and hereby is authorized to covenant, certify and agree, on
behalf of the District, for the benefit of the holders of such Bonds, that the District
will file any required reports, make any annual financial or material event
disclosure, and take any other action that may be necessary to insure that the
disclosure requirements imposed by Rule 15c2-12 of the Securities and Exchange
Commission, if applicable, are met.
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VOTED:

The term “Cost” or “Costs” as used herein and applied to the Project, or any
portion thereof, includes, but is not limited to The term “cost” or “costs” as used
herein and applied to the Project, or any portion thereof, includes, but is not
limited to: (1) the cost to design, acquire, construct, renovate, improve, furnish
and equip the Project, or any portion thereof; (2) the cost of feasibility studies,
surveys, environmental studies and assessments, engineering, plans and
specifications, legal and other professional services associated with the Project;
(3) issuance costs, including premiums for insurance, capitalized interest and
other fees and expenses relating to the financing transaction.

VOTED:

The Treasurer, President of the Board of Trustees and Clerk and other proper
officials of the District be, and hereby are individually authorized and empowered
in its name and on its behalf to do or cause to be done all such acts and things, and
to execute, deliver, file, approve, and record all such documents, contracts,
agreements, indentures, supplemental indentures, series indentures, deeds,
assignments, certificates, memoranda, abstracts, and other documents as may be
necessary or advisable, to carry out the provisions of the resolutions heretofore
adopted in connection with the Project, including but not limited to the issuance,
execution, sale, and delivery by the District of the Bonds and Notes and the
entering into of a loan agreement or an interim loan agreement with the Bond
Bank.

VOTED:

If any of the officers or officials of the District who have signed or sealed the
Bonds and Notes hereinbefore authorized shall cease to be such officers or
officials before the Bonds or Notes so signed and sealed shall have been actually
authenticated or delivered by the District, such Bonds or Notes nevertheless may
be authenticated, issued, and delivered with the same force and effect as though
the person or persons who signed or sealed such Bonds or Notes had not ceased to
be such officer or official; and also any such Bonds or Notes may be signed and
sealed on behalf of the District by those persons who, at the actual date of the
execution of such Bonds or Notes, shall be the proper officers and officials of the
District, although at the nominal date of such Bonds or Notes any such person
shall not have been such officer or official.

VOTED:

That the Treasurer, President and Clerk of the District be and hereby are
authorized and empowered on behalf of the District to undertake all such acts and
things and execute and deliver all such documents and certificates as may be
necessary or convenient in connection with the issuance, sale, execution, and
delivery of the Bonds.

VOTED:

If the Treasurer, President of the Board of Trustees or Clerk are for any reason
unavailable to approve and execute the Bonds and Notes hereinbefore authorized,
or any of the bond documents to be delivered with respect thereto, the person or
persons then acting in any such capacity, whether as an assistant, a deputy, on an
interim basis or otherwise, is authorized to act for such official with the same
force and effect as if such person had herself performed such act.
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I hereby certify that this is a true copy of the order
adopted by the Greater Portland Transit District
Board of Directors on February __, 2019.
A true copy,
Attest: ___________________________
Clerk, Greater Portland Transit District
Date: February __, 2019
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BOARD OF DIRECTORS

AGENDA ITEM 5

DATE
February 28, 2019
SUBJECT
2019 Operating Budget
PURPOSE
Review and approve the final 2019 operating and capital budgets.
BACKGROUND/ANALYSIS
Since the preliminary budget was approved in October, Metro staff received effective approvals
from all three-member communities for their respective local contributions. The final budget
presented in this document contains minor changes related to a reduction in the cost of auto and
liability insurance. This reduction achieved nearly all the remaining $43,000 in budget reduction
measures that were left to be generated. There are no changes to the total budgets for expenditures
and revenue and no changes to local contributions.
The current draft of the 2019 operating budget totals $11,402,767. This budget represents a 13%
increase over the 2018 total budget of $10,102,931. The major reasons for the increase include the
annualization of costs related to the Transit West expansion, debt service related to expansion and
replacement fleet; programmatic improvements including additional positions and customer
amenities; and cost and price increases related to labor, fuel and commodities. Amounts related to
these items are provided below.
The body of this memo reports on the proposed 2019 expenditures, anticipated revenues,
proposed new cost allocation method for determining local contributions and the proposed 20192023 Capital Improvement Program.
Table 1: Summary of Proposed 2019 Operating Budget

Table 2: Draft 2019 Line Item Operating Budget

Table 3: Notes on Draft 2019 Line Item Operating Budget

Table 4: Draft 2019 Line Item Revenue Budget

Revenues
1. Fare Revenue – Fare revenue is budgeted to total $2,634,201. The 2018 fare revenue budget

is $2,280,878 while actual fare revenue is expected to total $2,175,000-$2,200,000. The
increase in 2019 is related to the anticipated ridership increase stemming from the Transit
West expansion as well as a fare increase in the second half of the fiscal year. Budgeted Fare
Recovery (ratio of fare revenue to operating expenses) is anticipated to be 25% in 2019. Actual
fare recovery in 2018 is projected to be 22-23%. Fare recovery in 2020 should exceed 25%
given this will be the first full year of the fare increase, but this also depends on 2020 cost
factors.
2. Miscellaneous Revenue – includes revenue from advertising, lease revenue and
fuel/maintenance services provided to other agencies. This revenue is allocated by revenue
hour to the LOCAL system only. While under the pilot phase, the BREEZ system does not draw
from these revenue sources.
a. Advertising Revenue – is expected to increase from $232,300 to $270,000 due to
increasing base advertising sales in 2018 and anticipated revenue from advertising on
new bus shelters including on Congress Street in Portland.
b. Lease Revenue – is expected to increase from $38,424 to $40,732 based on lease terms
with RTP.
c. Outside Repair/CNG Sales – is expected to decrease from $58,000 to $52,000 based
on history.
d. Miscellaneous Income – is expected to increase from $32,000 to $58,100 due to higher
interest income, sale of surplus buses and revenue from USM through advertising.
3. State Funding – includes annual funding from the state of Maine. This funding source is static
at $170,426 and is not expected to increase for several more years. This revenue is allocated
by revenue hour to the LOCAL system only. While under the pilot phase, the BREEZ system
does not draw from these revenue sources.

4. Federal Funding (Operations) – set at $2,013,698 this includes FTA Section 5307 funding for
Operations activities. This revenue is allocated by revenue hour to the LOCAL system only.
While under the pilot phase, the BREEZ system does not draw from this funding source.
a. Based on current PACTS programming, Metro is scheduled to receive $1,958,990 in
federal funding to support operations. This is an increase of $135,388 (7.4%).
i.

Of this amount, $98,916 reflects the first year of permanent federal operating
support for the Metro BREEZ. As the start-up CMAQ funding draws down, this
amount will assist with the transition of the BREEZ from its pilot phase to
permanence.

ii.

The remaining $36,472 reflects the annual 2% increase programmed in the PACTS’
Six Year Operating and Capital Program (SYCOP) to support cost increases of
ongoing operations.

b. Metro staff will be submitting a request to PACTS to increase the inflation factor to 5-7%
in 2019. At 5%, this would add an additional $54,708. The annual escalation rate
programmed in the is 2%. From 2016-2019, the cost of labor and external price increases
has averaged 3.8% annually. In addition, Metro will request that the SYCOP assume 3%
annual increases prospectively to adequately cover the price increases related to labor
costs, health insurance and fuel.
5. Federal Funding (Preventive Maintenance) – includes Federal Transit Administration (FTA)
Section 5307 funding for Preventive Maintenance activities. This revenue is allocated by
revenue hour to the LOCAL system only. While under the pilot phase, the BREEZ system does
not draw from this funding source. Based on current PACTS programming, Metro is scheduled
to receive $720,937 in federal funding to support Preventive Maintenance activities. This
funding can cover the cost of fleet and facilities maintenance including labor, parts and
external repair contracted services. This is an increase of $14,136 (2.0%).
a. Metro staff will be submitting a request to PACTS to increase this to at least 5% in 2019 to
correct under-funding the previous three years. The annual escalation rate programmed
in the PACTS Six Year Operating and Capital Program (SYCOP) is 2%. From 2016-2019, the
cost of labor and external price increases has averaged 3.8% annually. In addition, Metro
will request that the SYCOP assume 3% annual increases prospectively.
b. Metro is proposing to utilize $100,000 from a Preventive Maintenance reserve grant in
2019 as a bridge to offset the impact of a half-year fare increase in 2019. The other half of
the fare increase will be realized in 2020 and ensure this use of one-time funding is backed
by a recurring funding solution.
6. Federal Funding (JARC) – Since the mid-2000s through 2017, Metro allocated a $40,500 credit
to Falmouth with corresponding proportional debits to Portland and Westbrook. In 2018, the
Board approved a reduction to $30,917 as part of a 3-year phase out of the program. Based
on Finance Committee direction on August 6, 2018, the amount is reduced by 50% to $15,917.
Along with this change, staff recommend an additional change:

a. Secure an additional $15,917 in FTA Section 5307 funding for 2019 only and allocate to
Falmouth’s portion of the Route 7 as a direct source of funding rather than a credit which
impacts Portland and Westbrook. This tactic is subject to PACTS approval in early 2019.
Using supplemental funding and this approach, Portland and Westbrook are no longer
subsidizing Falmouth’s portion of the Route 7.
7. Federal Funding (ADA) – includes FTA Section 5307 funding that supports the required ADA
Complementary Paratransit services for Metro’s bus service area. The amount of federal
funding is expected to decrease from $418,560 in 2018 to $360,000 in 2019 due to a new
agreement with Metro’s service provider, RTP. In the new agreement, the cost per trip was
reduced. However, Metro’s 2019 funding programmed at PACTS is only $272,000. Metro staff
will be requesting an increase through the regular PACTS process in early 2019.
8. Federal Funding (CMAQ BREEZ) – includes Federal Highway Administration (FHWA)
Congestion Mitigation and Air Quality (CMAQ) funding to support 3 years of operations
activities for the BREEZ. This revenue is allocated by revenue hour to the BREEX Route only,
but evenly split among the communities served. Revenue hours are evenly split because this
is limited stop, express bus service with significant segments operated on highway.
a. Budgeted Funding - 2019 funding is budgeted to be $329,800 up slightly from 328,821 in
2018. This final allocation of the CMAQ start-up grant will fund the BREEZ through the end
of the pilot period in 2019.
9. Federal Funding (CMAQ Transit West) – includes Federal Highway Administration (FHWA)
Congestion Mitigation and Air Quality (CMAQ) funding to support 3 years of operations
activities for the Transit West Routes. This revenue is allocated by revenue hour to the Transit
West Routes only (Husky Line and Route 3).
a. Budgeted Funding - 2019 funding is budgeted to be $623,822 up from 296,667 in 2018.
This is the first year of full funding and second year overall.
10. Municipal (Non-Members) – the budgeted amount of $158,200 represents that anticipated
local funding from the towns of Brunswick, Freeport and Yarmouth (each at $41,067) for the
continuation of service through December 31, 2019 and a transition to bearing the
appropriate share of maintenance and overhead costs. This amount also includes the town of
Gorham’s $35,000 contribution to the Husky Line.
11. Municipal (Members-ADA) – the budgeted amount of $90,000 represents that anticipated

local funding needed to support ADA Complementary Paratransit services for Metro’s bus
service area. The amount of funding is expected to decrease from $104,640 in 2018 to
$90,000 in 2019 due to a new agreement with Metro’s service provider, RTP. In the new
agreement, the cost per trip was reduced. Please note that a portion of Gorham’s contribution
to the Husky Line includes a small dollar amount for any ADA paratransit trips in Gorham.
12. MUNICIPAL (Members-BUS) – Historically, Metro has allocated the net cost of service to
municipalities based on Revenue Miles. For a small transit system with uniform service levels
and characteristics, this was a simple and generally equitable method.

However, because Fixed and Variable costs are not separated, the principal weakness of the
method is that mileage changes in one municipality can have large impacts on costs in other
municipalities. Additionally, as Metro grows and has introduced higher speed/limited stop
services, the Revenue Miles metric is less accurate at equitably representing the service
supplied to a community and by extension the costs to provide it. Finally, while Revenue Miles
is a fair measure of service supply, the metric is detached from any productive incentives at
the municipal level to take steps toward improving the conditions in which transit operates.
Accordingly, staff recommends allocating costs based on the following methods:
1. Revenue Hours – In order to standardize the cost to operate service across routes with
varying speeds and because personnel expense is Metro’s largest cost category, staff
recommend using Revenue Hours as the primary cost allocation factor. Revenue Hours
levels the playing field as it relates to allocating costs across routes. In general, using
Revenue Hours as the primary cost allocation method will mean that faster routes have
lower costs and slower routes have higher costs.
Importantly, this method creates a productive incentive for municipalities to work with
Metro on strategies to shorten running times (e.g., transit signal priority systems,
intersection treatments that allow buses to leap-frog long traffic cues, in-line stops and
dedicated lanes or lane segments).
2. Costs per Hour – use separate costs per hour (CPH) for the LOCAL system and the BREEZ
system. This is related to the structural differences in the cost to operate the BREEZ
including lower fleet maintenance, insurance and fuel costs; segmented local funding for
capital projects; and the BREEZ’s status as a pilot project which temporarily exempts it from
Metro’s overhead costs. The CPH for both the LOCAL and BREEZ systems are generated by
dividing the total cost to operate each system by each system’s revenue hours.
3. Fare Revenue – allocate fare revenue by route and jurisdiction based on ridership and
average fare. This is a standard method for allocating fare revenue in multi-jurisdictional
transit agencies. The benefits of this method are that communities delivering higher
ridership receive the appropriate fare revenue. Moreover, the method avoids questions
over whether and to what extend higher ridership communities are subsidizing lower
ridership communities.
Similar to Revenue Miles, allocating fare revenue to municipalities according to ridership
creates a productive incentive to build ridership as well as critically examine and take
corrective action on under-performing routes.
4. Non-Member Communities – continue the practice of allocating the cost of service in a nonmember community’s jurisdiction based on the member communities’ allocation
percentages. This practice is undertaken when Metro determines that the value of providing
service in a non-member community’s jurisdiction outweighs the absence of local funding
coming from that community. The main example and precedent for this policy is Metro’s
operation of the Route 5 to the Maine Mall. In 2019, this policy extends to the Route 3
segment in South Portland and the Husky Line segment in Gorham less the amount
contributed by Gorham under the pilot program.

Based on the anticipated expenditures and revenue and proposed improvements in cost/revenue
allocation, Table 5 presents the anticipated assessments for 2019.
Table 4: Member Community Assessments

Notes on major factors impacting each community:
Falmouth
•

The major contributing factors to Falmouth’s anticipated assessment are the overall program and
cost increases, planned fare increase, and the planned reduction of the JARC grant program.

•

The proposed change to cost allocation generally favors Falmouth due to the faster speeds of
routes in the town. The proposed change to fare revenue allocation negatively impacts Falmouth
due to its current lower relative ridership. However, Metro and the town of Falmouth can work
together to positively impact this.

Portland
•

The major contributing factors to Portland’s anticipated assessment are the Transit West
improvements, program/cost increases, planned fare increase and Westbrook’s proportional
service increase which means Portland’s relative share of fixed and overhead costs reduces.

•

The proposed changes to cost and revenue allocation generally offset each other in 2019 but set
the stage for relatively stronger cost containment in the future than would be possible under the
status quo.
o First, Portland has the highest relative ridership performance and the greatest potential
for future ridership development. All things being equal, activities that help create
ridership in Portland will mean Portland receives 100% of the associated fares compared
to only about 70% under the existing method.
o Second, although route speeds in Portland are currently slower than average, Metro and
Portland can and should work together to improve route speeds through efforts to
prioritize and further streamline transit.

•

The proposal to fund the final year of the Falmouth JARC program with new funding means
Portland will no longer bear any share of maintaining this program.

Westbrook
•

The major contributing factors to Westbrook’s anticipated assessment are the Transit West
improvements, program/cost increases, planned fare increase and Westbrook’s proportional
service increase which means it absorbs more of Metro’s fixed and overhead costs. The $774k
assessment amount is within expectations previously provided to Westbrook City
Administration and City Council in 2017.

•

The proposed changes to cost and revenue allocation generally offset each other in 2019 but
set the stage for relatively stronger cost containment in the future than would be possible under
the status quo. Especially due to the Husky Line and Route 3, route speeds are generally faster
whereas ridership and fare revenue are below the system average. However, ridership and
revenue are expected to increase as the new routes mature. The addition of a stop at the Rock
Row development is expected to increase ridership on the Husky Line in Westbrook.

•

Looking ahead, Metro and Westbrook should continue to work together to improve route
speeds through efforts to prioritize and further streamline transit.

•

The proposal to fund the final year of the Falmouth JARC program with new funding means
Westbrook will no longer bear any share of maintaining this program.

Service Levels
The table below outlines service levels in terms of revenue miles. Revenue miles are utilized here to
provide continuity and comparability to how service levels were communicated in 2017 and 2018.
Going forward, Revenue Hours will be used to communicate service levels.
Table 5: Service Levels in Revenue Miles

FISCAL IMPACT
Included as part of base memo.
RECOMMENDATION
Recommend to the Board approval of the final 2019 operating budget and capital budgets.

CONTACT
Greg Jordan
General Manager
207-517-3025
gjordan@gpmetro.org
ATTACHMENTS
Attachment A – 2019-2023 Capital Improvement Program

Item 5 - Attachment A
Greater Portland Transit District: 2019-2023 Capital Improvement Program (CIP)
#

PROJECT NAME-DESCRIPTION

FUNDING SOURCES

2018

2019

2020

2021

2022

5-Five Year
Program

2023

Sum of CIP Local Share + Annual Debt Service on Fleet Purchases

282,682

406,882

532,834

478,372

445,898

339,432

2,203,418

Debt Service (principal + interest) - includes Breez buses

151,082

240,882

298,609

338,372

305,898

299,432

1,483,193

Local Share (Metro)

131,600

166,000

234,225

140,000

140,000

40,000

720,225

Local Share (Other)

9,000

9,000

5,393,961

3,561,688

Federal Grant (5307)

TOTAL CIP

Federal Grant (5339)

-

Federal Grant (STP)

-

-

State

-

-

Locally Issued Bond
TOTAL INVESTMENT

1

1,145,000

3,943,871

560,000

560,000

160,000

-

-

-

-

-

-

-

-

-

-

-

1,500,000

860,111

468,105

693,958

6,394,672

5,349,793

6,372,054

700,000

700,000

200,000

9,000
8,785,559
1,145,000
1,500,000
1,162,063
13,321,847

Metro Facility

Local Share

-

15,000

-

-

-

-

This category previously supported repairs of facility major components and
systems. Following the completion of minor facility renovations (2017) and
overhead door replacements (2018), there are no anticipated major facility
improvements. This category is now contemplates moving toward an
expanded or new Metro facility following appropriate study. The proposed
2019 project is a planning project to conduct a feasibility study for either an
expanded or new facility.

Local Share (Other)

-

-

-

-

-

-

-

Federal Grant (5307)

-

60,000

-

-

-

-

60,000

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

Project Total

-

75,000

-

-

-

-

75,000

15,000

-

2

Fleet Major Components

Local Share

This category previously supported purchases and/or repairs of Metro's bus
fleet. Programmed Federal funding for 2018-2022 proposed to be reallocated to "Preventive Maintenance" which allows Metro to more easily
access funding and helps reduce local contributions more directly. The
project noted for 2018 represents the estimated funding need to complete a
repaint of the five (5) 2014 buses following development of a new paint
scheme.

Local Share (Other)

8,000

-

-

-

-

-

-

-

-

-

-

-

-

-

Federal Grant (5307)

32,000

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

40,000

-

-

-

-

-

-

-

-

-

-

-

-

-

-

Project Total

3

Internal ITS

Local Share

-

The 2017 project was used to procure and will install an updated financial
and human resources management software system. The proposed 2018
funding is to implement inventory managemet and payroll timekeeping
modules. Pending Board approval of this project, Metro staff must seek and
win the federal portion through the PACTS process.

Local Share (Other)

-

Federal Grant (5307)

-

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

Project Total

-

-

-

-

-

-

-

#
4

PROJECT NAME-DESCRIPTION

FUNDING SOURCES

7

8

2020

2021

2022

5-Five Year
Program

2023

Safety-Security

Local Share

10,600

-

10,000

-

-

-

Local Share (Other)

-

-

-

-

-

-

-

Federal Grant (5307)

-

-

40,000

-

-

-

40,000

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

10,600

-

50,000

-

-

-

50,000
-

Bus Purchases (Replacement)

Local Share

-

-

-

-

-

-

Purchase new buses to replace existing buses that have exceeded their useful
life.This project includes the replacement of the thirteen (13) 35 foot 2005
Gillig CNG buses over the course of 2019-2020 with. Six (6) buses will be
replaced in 2019 and seven (7) will be replaced in 2020. All replacement
buses will be 40' diesel New Flyers using Metro's existing contract with New
Flyer. Two (2) of the four (4) 2004 Gillig Diesel buses will be replaced in 2020
with with New Flyers.

Local Share (Other)

-

-

-

-

-

-

-

-

-

Federal Grant (5307)

4,873,961

2,851,688

3,343,871

10,000

6,195,559

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

Locally Issued Bond
Project Total

6

2019

The proposed 2018 project utilizes previously awarded federal funding for
facility and bus system security.Metro plans to hire third party support to
complete required security plans develop recommendations for high priority
facility improvements. Funding proposed in 2020-2021 would complete
facility security improvements.

Project Total

5

2018

-

860,111

468,105

693,958

-

-

-

1,162,063

5,734,072

3,319,793

4,037,829

-

-

-

7,357,622

Battery Electric Buses Project

Local Share

-

-

84,225

-

-

-

84,225

Metro secured $1,145,000 from FTA's Low-No Emmission Grant Program to
purchase two (2) electirc buses with supporting charging infrastructure.
These two (2) buses will replace two (2) of the four (4) 2004 Gillig Diesel
buses in 2020. The state of Maine has committed up to $1.5 million to
support Metro's share of this mult-agency project.

Local Share (Other)

-

-

-

-

-

-

-

Federal Grant (5307)

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

State

-

-

-

-

-

Locally Issued Bond

-

-

-

-

Project Total

-

-

-

-

Bus Purchases (Expansion)

Local Share

-

-

-

-

-

-

-

Purchase expansion buses necessary to provide expanded service.

Local Share (Other)

-

-

-

-

-

-

-

Federal Grant (5307)

-

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

Project Total

-

-

-

-

-

-

-

Regional Sign-Shelter Project

Local Share

This is the Regional Sign and Shelter Project that is provided funding for
procurement and installation of 29 bus shelters and various bus stop
improvements. An additional $108k in federal funding was acquired in 201617 which requires $27k in local match. In 2017, South Portland pulled out of
the project freeing up $191,200 in federal funding. Subject to a PACTS
allocation process, Metro proposes to utilize this funding to support systemwide bus stop improvements including in support of the Transit West project.

Local Share (Other)
Federal Grant (5307)

1,145,000

1,145,000

1,500,000
1,584,225

1,145,000
1,500,000
2,729,225

32,000

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

-

-

-

-

-

-

Project Total

128,000

160,000

#
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PROJECT NAME-DESCRIPTION

FUNDING SOURCES

2020

2021

2022

5-Five Year
Program

2023

Bus Stop Improvement Project

Local Share (Metro)

32,000

10,000

40,000

40,000

40,000

40,000

Local Share (Other)

-

-

-

-

-

-

Federal Grant (5307)

128,000

50,000

160,000

160,000

160,000

160,000

170,000
690,000

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

Transit Stop Access Project
Local Share (Metro)
This is a regional project that will make targeted ADA, pedestrian and bicycle Local Share (Other)
improvements at/near Metro's bus stops and potentially build 1-3 min-hubs.
Federal Grant (5307)
The project will be coordinated with applicable cities/towns as necessary.
Federal Grant (5339)

160,000

60,000

200,000

200,000

200,000

21,000

21,000

100,000

100,000

100,000

9,000

9,000

120,000

120,000

400,000

400,000

400,000

200,000
-

860,000
321,000

-

9,000

-

1,320,000

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

Project Total

11

2019

Proposed 2019-2022 funding advances a new project focused on improving
overall conditions at bus stops system wide. This includes develop a
comprehensive set of standards governing bus stop facilities, equipment and
amenities at all Metro's 500-600 bus stops. Funding proposed in 2019 would
be used to complete a study and develop standards and approaches.
Subsequent funding would move into design-engineering and installations.

Project Total

10

2018

150,000

150,000

500,000

500,000

500,000

-

1,650,000

Electronic Messaging Signs

Local Share

-

-

-

-

-

-

-

Following the deployment of the AVL system, this project will install
electronic messaging signs that provide real-time bus arrival information at
high volume transit centers/bus shelters. This is a regional project with
Metro as lead agency.

Local Share (Other)

-

-

-

-

-

-

-

Federal Grant (5307)

-

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

-

Project Total

-

-

-

-

-

-

-

Electronic Fare Collection System

Local Share

-

-

-

-

-

This project will replace Metro's aging fare collection system with an
electronic fare collection system. The new system will support payments
using smart cards and mobile apps while maintaining options for payning
cash. The anticpated strategy involves layering smart fare payment system
onto traditional cash based fareboxes.

Local Share (Other)

-

-

-

-

-

Federal Grant (5307)

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

Locally Issued Bond

-

-

-

-

-

-

Project Total

-

-

-

-

-

-

12

13

Support Fleet

Local Share

This project will purchase one (1) replacement service truck at an estimated
cost of $80,000 as well as two (2) support cars ($60,000) to be used for bus
operator transport between Metro HQ and driver shift change points and
administrative use.

Local Share (Other)
Federal Grant (5307)

120,000
480,000

600,000

120,000
480,000

600,000

28,000

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

Federal Grant (5339)

-

-

-

-

-

-

-

Federal Grant (STP)

-

-

-

-

-

-

-

State

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

Locally Issued Bond
Project Total

112,000

140,000

BOARD OF DIRECTORS

AGENDA ITEM 6

DATE
February 28, 2018
SUBJECT
Plan for Bringing New Communities onto Metro Board
PURPOSE
Develop a preferred alternative for bringing new communities onto the Metro Board.
BACKGROUND/ANALYSIS
With the completion of the three-year Metro Breez pilot project in June 2019, Metro will be
recommending to the Board, and three participating towns, that the service become permanent.
Metro’s agreements with Brunswick, Freeport and Yarmouth call for the town’s to formally commit
to make the Breez permanent or withdraw from the project by March 29, 2019.
A key element of the transition to a permanent service is the introduction of the towns of
Brunswick, Freeport and Yarmouth to the Metro Board. The current Board membership includes
five members from Portland, three from Westbrook and two from Falmouth. The number and
allocation of members represented a political agreement designed to accommodate the core
members at a single point in time. It was not based on an underlying method which could scale to
allow for new communities to join the board.
Because there is no currently board approved method for introducing new members, staff have
presented a range of governance options for the Board to consider. These options were drafted
based on more or less adherence to the following criteria/principles:
•

Avoid majority control by any single town/city regardless of its size.

•

Try to avoid reductions in a member’s current representatives.

•

Try to avoid growing the board to large.

•

Consider scope and complexity of any necessary legislative changes.

•

Strive to develop representation that generally reflects population and level of investment.

•

Develop method that scales easily so new members may be introduced more easily.

Attachment A provides the range of options reviewed at several Executive Committee meetings
from November-January. These are briefly outlined below:
1. Population Based Formula (e.g., 1 member per 10,000 residents) – Long term, scalable.
2. Service Supply (e.g., 1 member per 20,000 Revenue Hours) – Long term, scalable.

3. Simple Addition of 1 board member for each new community – Short term, non-scalable
4. Weighted Voting (1 Director for every member; weighted vote based on population, service or
both) – Long term, scalable.
5. Sub-region Based (1 member representing 3 incoming members) – Short term, non-scalable.
6. Population-Service Supply Hybrid (1 member per 20,000 population and 1 member per 20,000
Revenue Hours) – Long term, scalable.
Metro staff believe Option 6 (Population-Service Supply Hybrid) is the most rational and
advantageous approach as it accounts for community size and service investment while being both
equitable and scalable. However, as more communities join Metro, the Board risks becoming too
large (e.g., over 15-20 Directors), so a transition to Option 4 (Weighted Voting) could occur as
voting weights would be the same as under Option 6.
The short-term challenge with Option 6 is that it would require Westbrook and Falmouth to each
reduce by one Director. Because such an approach would be challenging given Westbrook’s recent
substantial increase in local transit funding, the Executive Committee expressed interest in an
interim solution until additional members (e.g., Gorham in 2021) are poised to join Metro.
The Executive Committee concluded that an appropriate interim solution would be Option 3
(Simple Add) which would add one Director for each new community while also increasing
Portland’s members from 5 to 8. An alternative to increasing the number of Portland Directors
would be to establish that Portland’s existing 5 members carry a proportional weight of 50%.
Additional work by the Executive Committee would be needed to determine the rules for how
Portland’s weighted vote would work in practice.
FISCAL IMPACT
None
RECOMMENDATION
Approve Option 3 so Metro staff can include this information in documentation going to the 3
prospective incoming communities in March.
CONTACT
Greg Jordan
General Manager
207-517-3025
gjordan@gpmetro.org
ATTACHMENTS
Attachment A – Overview of Options Reviewed by the Executive Committee

Item 6 - Attachment A

11/12/2018

Governance
• Question: How to maintain fair and equitable representation while introducing
Brunswick, Freeport and Yarmouth?
• Considerations:
• Research suggests maintaining a “loose” or “strict” population based
approach.
• A precise “level of investment” approach or hybrid model is volatile, complex,
and creates adverse incentives.
• Avoid majority control by any single town/city.
• Try to avoid reductions in a member’s current representatives.
• Try to avoid growing the board to large.
• Consider scope and complexity of any necessary legislative changes.
• Strive to develop representation that generally reflects population and level of
investment.

OPTION 1: POPULATION BASED
• Allocated board representation
based on population brackets in
state statute.
• Proportional representation for
all current members falls.
• Representation out of sync with
investment for all communities
except Freeport and Yarmouth.
• Portland representation falls
below 50% of seats.
• Pros: Simple, no legislative
changes.
• Cons: Portland and Westbrook
impact; Brunswick
representation exceeds
investment.

1

11/12/2018

OPTION 2: SERVICE BASED
• Allocated board representation
based on revenue hours (hours
standardizes service levels
across communities).
• Proportional representation falls
for Westbrook and Falmouth.
• Portland grows by 1 seat to
maintain 50% of seats.
• Pros: More closely aligned with
level of investment, contains
growth of board members.
• Cons: Westbrook and Falmouth
impact; possible year to year
volatility; legislative change.

OPTION 3: SIMPLE ADD
• Simply brings in new members
at 1 seat each; no change to
Westbrook or Falmouth;
Increases Portland to maintain
50%.
• Proportional representation falls
for Westbrook and Falmouth.
• Pros: More closely aligned with
level of investment; simple.
• Cons: Westbrook and Falmouth
impact; large board, legislative
change; doesn’t provide
coherent mechanism for
additional new members that
may have higher population or
investment.

2
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OPTION 4: WEIGHTED VOTING
• 1 rep per community.
• Portland holds 50%; other
members weight based on average
of population and revenue hours
(factored up to account for
Portland being held a 50%).
• Most votes done according to 1
member, 1 vote.
• Any member may call for a
weighted vote.
• Board likely shifts to higher policy
focus with mostly elected officials
or chief executives.
• Committee work becomes more
important with need for additional
board appointed representation
from member communities.

OPTION 4: WEIGHTED VOTING
Pros:
• More closely aligned with level of
investment;
• Allows level of investment to be a
factor without volatility of
impacting physical representation;
• Eliminates large board problem;
• Easier integration of future
members.

Cons:
• Westbrook and Falmouth impact;
• Legislative change;
• Significant change in practice.

3
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OPTION 5: REGION BASED
• Treats Brunswick, Freeport,
Yarmouth as a sub‐region with 1
Board member.
• Add 1 Portland member to
maintain 50%.
• Slight reduction in Westbrook
and Falmouth proportional
representation.
• Pros: Simple.
• Cons: doesn’t provide coherent
mechanism for additional new
members that may have higher
population or investment; town
support questionable.

OPTION 6: HYBRID POPULATION‐SERVICE
• Allocates members based on
population and revenue hours.
• Assigns 1 member for every
20,000 population and every
20,000 revenue hours.
• Pros: Equitable, rational,
relatively stable, sets
framework for easily adding
new members.
• Cons: Initial reduction to
Westbrook and Falmouth, more
complicated.

4
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OPTION 6: HYBRID POPULATION‐SERVICE
• Allocates members based on
population and revenue hours.
• Assigns 1 member for every
20,000 population and every
20,000 revenue hours.
• Easily converted to 1 member
per municipality with weighted
voting.
• Pros: Equitable, rational,
relatively stable, sets
framework for easily adding
new members.
• Cons: Initial reduction to
Westbrook and Falmouth, more
complicated.
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BOARD OF DIRECTORS

AGENDA ITEM 7

DATE
February 28, 2019
SUBJECT
Metro Employee Personnel Policies
PURPOSE
Bring the Employee Manual into compliance with cleaner and clearer language.
BACKGROUND/ANALYSIS
Through careful examination of our current Employee Manual, staff determined there was a need
to clean up some of the policies and language represented in the document. This new document
brings METRO current with legal compliance and allows for a clear message to be communicated
to employees about the standard policies and procedures that METRO follows.
We have consulted with Drummond Woodsum on this document in order to ensure that we have
considered all angles of execution, legalities and formatting.
Information in this Employee Manual will be reviewed during new hire orientation and all
employees will undergo an initial role out training.
Provided below is an outline of the major areas updated. Staff will provide a presentation of the
changes at the February 28, 2019 Board of Directors meeting.
Policy Changes
• Introduced new Anti-Harassment & Anti-Discrimination policy language - Policy included in
Appendix A.
• Matched Code of Conduct language to Procurement Policy Language
• Smoking Policy to include Vaping
• Compensatory Time Eliminated Reflecting Flex-Time change for Salary Staff
• Cell Phone Reimbursement allowed as a payroll deduction
• Required notification of outside employment to METRO
• Day after Thanksgiving added as a Holiday - already executed as one
• Benefits allowed for Non-Union staff first of the month following date of hire
• Non-Union Staff 100% Vested in 401a plan

Legal Changes
• Same Sex Marriage language updated
• Civil Union/Domestic Partner language updated
• FMLA language updated
• Employee Classifications defined
• EEO language updated and includes ADA and Title IV
• Tax Implication language for PTO Transfers
• Manual to encompass all employees but not supersede Union Contract or Employment
Contract - allows for items not represented in contract to be represented here.
Staff shared this document with the leadership of Metro’s union, ATU Local 714. This was a
courtesy review as Metro holds a separate Collective Bargaining Agreement (CBA) with ATU for Bus
Operators and Maintenance Staff. The CBA governs most terms of employment except those
governed by law or which meet the threshold of Management Rights as indicated in the CBA.
FISCAL IMPACT
There will be modest fiscal impacts related to the cel phone reimbursement and acceleration of
benefits for newly hired staff. Staff will have estimates prepared for the meeting.
RECOMMENDATION
Approve the updated Employee Personnel Policies.
CONTACT
Jennifer Ogden
Director of Human Resources
207-517-3031
jogden@gpmetro.org
ATTACHMENTS
Attachment A – Draft Employee Manual 2019

Item 7 - Attachment A

Employee Manual Acknowledgment and Receipt

I, ______________________, have received a copy of Greater Portland Transit District’s Employee
Manual. I understand that it is my responsibility to read through this document and adhere to the content
within. If I have questions or concerns relating to this document or of any policy within the organization,
I will speak to the appropriate level and/or member of management to discuss.

________________________________________
Employee's Signature

____________________
Date
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Welcome to Greater Portland Transit District METRO!
This employee manual contains Greater Portland Transit District’s current policies, procedures, and
benefit overviews and applies to all employees but does not supersede or replace the specific terms of
any collective bargaining agreement or individual employment contract. The District retains the right to
modify or alter these policies at any time, without notice, and all employees should understand that these
policies are not intended to, and do not, represent an employment contract with any employee. Any
questions concerning the interpretation or application of the policies should be brought to the attention
of your immediate supervisor or the Director of Human Resources.
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General Manager Welcome:
Welcome to the Greater Portland Transit District.
You have joined a team of dedicated individuals who are committed to public service and excited to
advance the mission of planning and operating an advanced and high-quality public transit system in the
Southern Maine region. Every day we strive to provide our customers with a travel experience that
exceeds their expectations with on-time service, a comfortable ride, and superior customer service.
By focusing on these goals; and as a result of hard and diligent work; we will continue to grow our
ridership, maintain our facilities, and to provide opportunities for our employees. We want to motivate
our people, hold the highest level of integrity, deliver exceptional operational results, be accountable for
results and our actions, celebrate successes, and provide strong leadership to help our team prosper and
grow.
Our service cannot thrive unless the staff is thriving. Our staff is our most important and valued asset and
we aim to create opportunities and professional growth for our employees. The public transportation field
is wide open with the possibility for advancement. You can move into operations, fleet or facilities
management, customer service, human resources, intelligent transportation systems, transit planning,
marketing and community outreach, finance, or executive management.
Please take the time to familiarize yourself with the District’s policies and procedures. This manual is
intended to provide you with a clear understanding of what is expected from all employees and what you
can expect from this District. The policies expressed in this manual are designed to create a fun, safe, and
positive work environment. If, after reading this manual, you have any questions, please consult your
supervisor or the Human Resources Department. Never be afraid to ask questions or provide your input.
Your opinion and ideas matter and my door is always open to you.
Once again, welcome to the METRO family. I hope you find your work challenging and interesting, your
colleagues’ fun to work besides, and your contributions to the community a source of pride.

Gregory Jordan, General Manager
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Foreword
History and Background:
Whether you have just joined our staff or have been at Greater Portland Transit District (the “District”)
for a while, we are confident that you will find our District a dynamic and rewarding place in which to
work, and we look forward to a productive and successful association. We consider the employees of the
District to be one of its most valuable resources. This manual has been written to serve as the guide for
the employer/employee relationship.
There are several things to keep in mind about this manual:
1. It contains only general information and guidelines. It is not intended to be comprehensive or to
address all the possible applications of, or exceptions to, the general policies and procedures
described. For that reason, if you have any questions concerning eligibility for a particular benefit
or the applicability of a policy or practice to you, you should address your specific questions to
the Human Resource department.
2. No supervisor or other representative of the District (except the General Manager) has the
authority to enter into any agreement for employment for any specified period of time or to make
any agreement contrary to the above.
The procedures, practices, policies, and benefits described herein may be modified or discontinued at any
time.
Some subjects described in this manual are covered in detail in official policy documents. Refer to these
documents for specific information because the manual only briefly summarizes those guidelines and
benefits. Please note that the terms of the written insurance policies are controlling and override any
statements made in this or other documents.
Mission Statement:
The District’s mission is to: Provide safe, frequent, efficient, reliable, and affordable transportation
through the Greater Portland Region.
Core Values:
• We are committed to SAFETY – The safety of our customers, employees, and the general public is
priority number one.
• We are connected to our CUSTOMERS – Our customers are our top stakeholders in designing and
providing a transit system that meets their transportation needs.
• We act with INTEGRITY – We work to uphold the highest standards of fairness, transparency,
accountability, dependability and respect.
• We pursue SUSTAINABILITY- We strive to be responsible stewards of the environment and advocates
of transit-oriented regional economic growth and a strong community.
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Equal Employment Opportunity Statement
The District provides equal employment opportunities (EEO) to all employees and applicants for
employment and expressly prohibits any form of discrimination or unlawful employee harassment on the
basis of race, color, religion, gender, sex, pregnancy, sexual orientation, gender identity, national origin,
age, disability, genetic information, marital status, ancestry, or status as a covered veteran in accordance
with applicable federal, state, and local laws. This policy applies to all terms and conditions of
employment, including hiring, placement, promotion, discharge, layoff, recall, transfer, leaves of absence,
compensation, and training.
Any person who believes that he or she, individually, or as a member of any specific class of persons, has
been subjected to discrimination or harassment may file a complaint with the District’s Equal Employment
Opportunity Officer or Executive Director. The District requests that complaints be filed internally for
resolution as the District is committed to ensuring a workplace without discrimination or harassment and
believes it can best, and most efficiently resolve such complaints. However, the same complaint may be
submitted to another organization, such as the Federal Transit Administration (FTA), the Maine Human
Rights Commission (MHRC), or the U.S. Equal Employment Opportunity Commission (EEOC).
Directory for Filing Complaints
Maine Human Rights Commission

51 State House Station
Augusta, ME, 04333
(207) 624-6290
Federal Transit Administration
Region One
Transportation Systems Center
Kendall Square
55 Broadway, Suite 920
Cambridge, MA 02142-1093
(617) 494-2055, Phone
(617) 494-2864, Fax
Equal Employment Opportunity Commission
33 Whitehall Street, 5th Floor
New York, NY 10004
(800) 669-4000, Phone
(212) 336-3790, Fax
(800) 669-6820, TTY
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Sexual Harassment & Anti-Discrimination
The District does not allow any harassment and/or discrimination for all employees including applicants,
vendors, or visitors on site or doing business on behalf of the District. It is for this reason that we have
established a separate policy that all employees will be required to attend annual training on to ensure
compliance. Please refer to Appendix A for a copy of this policy.
If an employee believes that he or she has been the subject of sexual harassment because of the actions
of a supervisor, another employee or a non-employee, immediately report the incident to the District’s
Equal Employment Opportunity Officer or Executive Director.
All complaints will be investigated promptly. Confidentiality will be protected to the extent reasonably
possible. Any employee, supervisor, or manager who is found to have engaged in harassment of another
employee will be subject to appropriate disciplinary action up to, and including, termination from
employment. You may also report directly to the FTA, MHRC, or EEOC. See the Equal Employment
Opportunity Section above for those organizations’ contact information.
Retaliation against any employee for filing a complaint or participating in an investigation is prohibited.
All employees will be required to attend annual training to ensure compliance with this policy.
Workplace Bullying
All employees, customers, vendors, and business associates must be treated with courtesy and respect at
all times. Employees are expected to refrain from conduct that may be considered bullying.
The District defines bullying as “repeated inappropriate behavior, either direct or indirect, whether verbal,
physical or otherwise, conducted by one or more persons against another or others, at the place of work
and/or in the course of employment.” Such behavior violates the District Code of Conduct which clearly
states that all employees will be treated with dignity and respect.
Employees found in violation of this policy will be disciplined up to and including Discharge.
The District considers the following types of behavior examples of bullying:
•

Verbal bullying: Slandering, ridiculing, or maligning a person or his/her family; persistent name
calling that is hurtful, insulting, or humiliating; using a person as the butt of jokes; abusive and
offensive remarks.

•

Physical bullying: Pushing, shoving, kicking, poking, tripping, assault, or threat of physical assault;
damage to a person’s work area or property.

•

Gesture bullying: Nonverbal threatening gestures or glances that convey threatening messages.

•

Exclusion: Socially or physically excluding or disregarding a person in work-related activities.
Cyber-Bullying: The act of harassing someone online by sending or posting mean messages.

Employment Status
Employee Classification Categories
All employees are designated by the District as either non-exempt or exempt from overtime. The following
is intended to help employees understand employment classifications and employees’ employment status
and benefit eligibility. These classifications do not guarantee employment for any specified period of time.
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The right to terminate the employment-at-will relationship at any time is retained by both the employee
and the District unless otherwise expressly provided represented by a contract.
Non-exempt employees are employees who are paid on an hourly basis and are entitled to overtime pay
for actual hours worked over 40 in any given workweek in accordance with state and federal law.
Exempt employees are generally managers or professional, administrative, or technical staff who are paid
on a salaried basis and not entitled to overtime pay.
The District has established the following categories for both non-exempt and exempt employees:
•

Regular, full time: Employees who are regularly scheduled to work the District’s full-time schedule
of at least 30 hours per week. Generally, these employees are eligible for the full benefits package,
subject to the terms, conditions, and limitations of each benefits program.

•

Regular, part time: Employees who are not in a temporary status and who are regularly scheduled
to work less than the 30 hours each week. Regular, part-time employees are eligible for some of
the benefits offered by the District subject to the terms, conditions, and limitations of each
benefits program.

•

Temporary: Employees who are hired as interim replacements to temporarily supplement the
workforce or to assist in the completion of a specific project and who are temporarily scheduled
to work the District for a limited duration. Temporary employees are not eligible for District
benefits unless specifically stated otherwise in District policy or the General Manager approves
such benefits in writing. Employment beyond any initially stated period does not in any way imply
a change in employment status.

Employment Status
All non-union employees shall in addition be subject to a 90-day introductory period which is intended to
give new employees the opportunity to demonstrate their ability to achieve a satisfactory level of
performance and to determine whether the new position meets their expectations. This introductory
period may be extended by the District at its discretion if further time is necessary to consider an
employee’s performance.
Outside Employment
Employees are permitted to engage in outside work or to hold other jobs provided they give timely written
notification to Human Resources and subject to certain restrictions as outlined below.
Activities and conduct away from the job must not compete with, conflict with, or compromise the
District’s interests or adversely affect job performance and the ability to fulfill all job responsibilities.
Employees are prohibited from performing any services for customers on nonworking time that are
normally performed by the District. This prohibition also extends to the unauthorized use of any District
tools or equipment and the unauthorized use or application of any confidential information. In addition,
employees are not to solicit or conduct any outside business during paid working time.
Employees are cautioned to carefully consider the demands that additional work activity will create before
accepting outside employment. Outside employment will not be considered an excuse for poor job
performance, absenteeism, tardiness, leaving early, refusal to travel, or refusal to work overtime or
different hours. If the District determines that an employee’s outside work interferes with performance,
the employee may be asked to terminate the outside employment.
Employee Personnel Files
Employee files are maintained by the Human Resources Department and are confidential.
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Employees may review their personnel files.
Department.

Requests should be made to Human Resources.

Compensation
Total compensation is made up of base salary and benefits; with only salary being used in consideration
of employee’s wage range.
Non-Cash Compensation
Non-cash compensation includes the following:
•

Benefits package – Competitive benefits package as listed in the Benefits section of this manual.

•

Retirement – Competitive retirement benefits as listed in the Benefits Section of this manual.

•

Paid Time Off – Competitive time off that is capped at 280 hours.

Payment of Wages
The pay period is weekly and runs from Sunday to Saturday. Employees receive pay on Thursdays.
The District’s preference is to have all employee’s enroll in Direct Deposit. However, should the employee
prefer to receive a paycheck, employee paychecks will only be given personally to that employee, left in
the employee’s work mail box, or mailed to his/her home address, unless other specific arrangements are
made.
If the normal payday falls on a District-recognized holiday, paychecks will be distributed one workday
before the aforementioned schedule.
Time Reporting
A work hour is any hour of the day that is worked and should be recorded to the nearest tenth of an hour
for non-exempt employees. The workday is defined as the 24-hour period starting at 12:00 a.m. and
ending at 11:59 p.m. The work week covers seven consecutive days beginning on Sunday and ending on
Saturday. Falsification of time records is a serious matter and will be considered a serious policy violation.
Employees will submit their timesheet weekly as directed by their supervisor. Each employee is to
maintain an accurate daily record of his or her hours worked. All absences from work schedules should be
appropriately recorded. Timesheets should be submitted to payroll by 10 AM on Monday mornings for
processing. If there is a holiday, then timesheets should be submitted by 9 AM on the following Tuesday.
Attendance and Punctuality
Vacation time must be scheduled with one’s supervisor in advance. Paid time off may be used in the case
of emergency or sudden illness without prior scheduling. Patterns of absenteeism or tardiness may result
in discipline even if the employee has not yet exhausted available paid time off. Absences due to illnesses
or injuries that qualify under the Family and Medical Leave Act (FMLA) will not be counted against an
employee’s attendance record. Medical documentation within the guidelines of the FMLA may be
required in these instances.
Not reporting to work and not calling to report the absence is a no-call/no-show and is a serious matter.
The first instance of a no call/no show will result in a final written warning. The second separate offense
may result in discharge of employment with no additional disciplinary steps. A no call/no show lasting
three days may be considered job abandonment and may be deemed an employee’s voluntary
resignation of employment.

Greater Portland Transit District
Employee Manual Revised 2019

13

Breaks
Employee meal periods are important to District productivity and employee health. With the exception of
the Dispatch employees, employees who work at least 6 consecutive hours will be provided a scheduled
meal break not to exceed 30 minutes. The meal period will not be included in the total hours of work per
day and is not compensable. Non-exempt employees are to be completely relieved of all job duties while
on meal breaks and must clock out for meal periods.
Non-exempt employees are permitted a 15-minute rest break for each four hours of work. Non-exempt
employees on rest breaks are not required to clock in and clock out because this time is considered “time
worked” and is compensable.
Unless approved by a supervisor, neither the lunch period nor the rest break(s) may be used to account
for an employee's late arrival or early departure or to cover time off for other purposes—for example,
rest breaks may not be accumulated to extend a meal period, and rest breaks may not be combined to
allow one half-hour long break.
Overtime Pay (non-exempt employees)
Non-exempt employees who exceed 40 hours of actual hours worked in a work week will be paid time
and one half for such additional hours. Full time Employees who work on their day off will receive time
and one half for the time worked regardless of the total hours for the work week. Holiday pay does not
count as hours worked unless the employee has physically worked that day.
PTO days do not apply toward work time.
Employees who anticipate the need for overtime to complete the week’s work must notify the supervisor
in advance and obtain approval before working hours that extend beyond their normal schedule.
During busy periods employees may be required to work overtime.
On-Call Pay (non-exempt employees)
An on-call employee who is called back to work outside his or her normal work schedule shall be paid for
the time worked or a minimum of two (2) hours, whichever is greater.
Time worked while on call will be calculated at the employee’s regular rate of pay. If an employee is called
back to work, he or she will be paid for travel time. If an on-call employee is not called back, no pay will
be earned. Overtime compensation is applicable only when total hours worked exceed 40 hours in a
workweek.
Telecommuting
Telecommuting is available to employees who can demonstrate output when working offsite. Employees
working offsite must clear this with their supervisor ahead of time and are responsible for demonstrating
output when outside work is being accomplished.
Telecommuting is not designed to be a replacement for appropriate child care. Although an individual
employee’s schedule may be modified to accommodate child care needs, the focus of work must remain
on job performance and meeting business demands.
Dress Code
It is important for all employees to project a professional image while at work by being appropriately
attired. District employees are expected to be neat, clean, and well-groomed while on the job. Clothing
must be consistent with the standards for a business environment and must be appropriate to the type
of work being performed. Non-union Employees should adhere to the following standards:
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•

Management and Administrative Employees based at 114 Valley Street – Conservative business casual
is acceptable. Jeans are acceptable on an occasional basis as long as the employee will have limited
or no contact with the public and they do not consist of stains or holes and are appropriate for
business casual attire.

•

Customer Service Staff based at the Elm Street Transit Center (Pulse) – On-duty uniform shall consist
of a METRO emblazed shirt. Remaining articles of clothing should reflect the business casual standard.
Customer Service staff are reimbursed up to $100 per year to purchase uniforms.

•

Dispatchers/Road Supervisors - On-duty uniform shall consist of a METRO emblazed shirt. Remaining
articles of clothing should reflect the business casual standard.

Natural and artificial scents may become a distraction from a well-functioning workplace and can cause
medical issues with those who have scent allergies and are also subject to this policy. Employees shall not
wear heavy scents and must keep any scents to a minimum.
Uniforms or clothing with the METRO Logo should not be worn in places that would not represent the
positive image of the District or while engaging in activities that could be presumed to represent the
District. Examples of prohibited activities while in METRO logo attire include; while committing a crime,
drinking alcohol at a bar, or while publicly voicing political views. Uniforms or logo attire shall not be worn
on the job while employed by an outside firm.
The District is confident that employees will use their best judgment regarding attire and appearance.
Management reserves the right to determine appropriateness. Any employee who is improperly dressed
will be counseled or, in severe cases, may be sent home to change clothes. Continued disregard of this
policy may be cause for disciplinary action, which may result in discharge.
Employee Travel and Reimbursement
Employees will be reimbursed for reasonable expenses incurred in connection with approved travel on
behalf of the District. Travel for staff must be authorized in advance.
The District prefers that employees who have local travel will utilize the company vehicle. Those
employees unable to use the District vehicle or have permission to use their personal automobile for
authorized local business use, will be reimbursed at the established rate set forth by the IRS. Employees
seeking reimbursement for either local or extended travel should incur the lowest reasonable travel
expenses and exercise care to avoid the appearance of impropriety. Any questions about travel should
be directed to Human Resources.
Recruitment, Internal Transfers & Promotions
Only Employees with more than twelve months of service may request consideration to transfer to other
jobs, and such requests will be considered along with other applicants. The District may transfer
employees between departments and facilities at any time to meet specified work requirements and
reassignment of work requirements.
Postings will be posted internally and externally. However, it is the District’s preference to promote from
within. To be considered, employees must have held their current position for at least 12 months, have
a satisfactory performance record, have no disciplinary actions during the last 12 months, and have the
proper qualifications. Management retains the discretion to make exceptions to the policy.

Greater Portland Transit District
Employee Manual Revised 2019

15

Workplace Safety
Drug-Free Workplace
The District has a longstanding commitment to provide a safe and productive work environment. Alcohol
and drug abuse pose a threat to the health and safety of employees and to the security of our equipment
and facilities. For these reasons, the District is committed to the elimination of drug and/or alcohol use
and abuse in the workplace. Employees will be required to receive a copy of the District’s Drug Free
Workplace Policy, which is separate from this manual. All staff in a safety sensitive position will be
subjected to pre-employment drug screenings and random drug testing.
Violence in the Workplace
All employees, customers, vendors, and business associates must be treated with courtesy and respect at
all times. Employees are expected to refrain from conduct that may be dangerous to others.
Conduct that threatens, intimidates, or coerces another employee, customer, vendor, or business
associate will not be tolerated. The District does not allow any violence in the workplace.
The District’s resources may not be used to threaten, stalk or, harass anyone at the workplace or outside
the workplace. The District treats threats coming from an abusive personal relationship as it does other
forms of violence.
Indirect or direct threats of violence, incidents of actual violence, and suspicious individuals or activities
should be reported as soon as possible to a supervisor, Human Resources, or any member of
management. When reporting a threat or incident of violence, the employee should be as specific and
detailed as possible. Employees should not place themselves in peril, nor should they attempt to intercede
during an incident.
The District is committed to supporting victims of intimate partner violence by providing referrals to The
District’s employee assistance program (EAP) and community resources and providing time off for reasons
related to domestic violence.
The District will promptly and thoroughly investigate all reports of threats of violence or incidents of actual
violence and of suspicious individuals or activities
Anyone found to be responsible for threats of, or actual violence or other conduct that is in violation of
these guidelines will be subject to prompt disciplinary action up to and including discharge of
employment.
The District encourages employees to bring their disputes to the attention of their supervisors or Human
Resources before the situation escalates.
General Safety
It is the responsibility of each employee to conduct all tasks in a safe and efficient manner complying with
all local, state, and federal safety and health regulations and program standards, and with any special
safety concerns for use in a particular area.
Although most safety regulations are consistent throughout each department and program, each
employee has the responsibility to identify and familiarize her/himself with the emergency plan for
his/her working area. Each department and/or facility shall have posted an emergency plan detailing
procedures in handling emergencies such as fire, weather-related events, and medical crises.
It is the responsibility of the employee to complete an Accident and Incident Report for each safety and
health infraction that occurs by an employee or that the employee witnesses. Failure to report such an
infraction may result in employee disciplinary action, including discharge.
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To report an injury or incident, the employee must inform their supervisor, fill out the Incident report with
their supervisor, and contact the Human Resources Department immediately. If the injury requires
medical attention, the employee is required to see the District’s provider. If it is an emergency, emergency
services should be called.
Furthermore, management requires that every person in the organization assumes the responsibility of
individual and organizational safety. Failure to follow District safety and health guidelines, or engaging in
conduct that places the employee, customer, or District property at risk, can lead to employee disciplinary
action and/or discharge.
The Safety and Wellness Committee and the Director of Human Resources shall have the responsibility to
develop, and the authority to implement, the safety and health program in the interest of a safer work
environment.
Smoking/Vaping
It is the policy of the District to prohibit smoking or vaping on all District premises in order to provide and
maintain a safe and healthy work environment for all employees except as outlined below. The
designated area for smoking or vaping is outside of the Maintenance Department in the parking lot.
The smoke-free workplace policy applies to:
•

All vehicles owned or leased by the District.

•

All visitors (customers and vendors) to the District premises.

•

All contractors and consultants and/or their employees working on the District premises.

•

All employees, temporary employees, and student interns.

Employees who violate the smoking/vaping policy will be subject to disciplinary action up to and including
discharge.
Emergency Closings
In the event of severe weather, power failure, or other emergency necessitating closing of METRO
facilities, employees will be notified by telephone.
Work Area Cleanliness
Employees are expected to keep their work area/office free from inappropriate posters, signs, or other
items that could be considered offensive. Employees are also expected to maintain a fairly orderly and
clean space.
Visitors
Only authorized visitors are allowed in the workplace. All visitors must enter through the main reception
area.

Code of Conduct
The District is committed to upholding the integrity of the organization through ethical business practices.
Ethical conduct on the job is simply a matter of dealing fairly and honestly with co-workers, managers,
board members, vendors, and our ridership. In general, you should avoid any conduct that results in, or
gives the appearance of using your employment with the District and relationships with co-workers, Board
members, or others that are connected to the District for personal gain.
Employees are expected to adhere to the following standards for activity relating to the District at all
times. Below are examples and should not be considered all inclusive.
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•
•
•
•
•
•
•
•

Engage in honest, ethical conduct, including the handling of actual or apparent conflicts of interest
between personal and professional relationships.
Comply with applicable governmental laws, rules, and regulations.
Provide prompt and internal reporting of violations of these rules of conduct to their supervisor
and Human Resources Department.
Maintain accountability to adherence to this policy.
Treat riders, vendors, and co-workers in a fair and honest manner.
Conduct District business with integrity.
Adhere to all work-related written and verbal company policies and instructions.
Maintain a clean and safe work environment.

Language and Conduct
Each employee should remember that his/her conduct reflects on every other employee of the District.
Therefore, during business hours, employees will conduct themselves in a respectful and civil manner.
Boisterous actions or profane language are not permitted and will not be tolerated.
Confidentiality
All employees of the District are required to maintain strict confidentiality in all work-related matters,
including after leaving employment with the District. Confidential District records and correspondence,
any information about potential, current, or former customers of the District, or other pertinent materials
shall not be removed from the District premises or disclosed without written permission from the
employee’s supervisor.
All inquiries from the media must be referred to the General Manager or Marketing Director.
Conflicts of Interest
Employees must avoid any relationship or activity that might impair, or even appear to impair, their ability
to make objective and fair decisions when performing their jobs. At times, an employee may be faced with
situations in which business actions taken on behalf of the District may conflict with the employee’s own
personal interests. District property, information, or business opportunities may not be used for personal
gain.
Employees with a conflict-of-interest question should seek advice from management. Before engaging in
any activity, transaction, or relationship that might give rise to a conflict of interest, employees must seek
review from their manager or the Human Resources Department.
No employee, officer, director, or agent of the District shall participate in the selection, award, or
administration of a contract or purchase order if a conflict of interest would be involved. Such conflict
would arise when any of the following has a financial or other interest in the firm(s) considered or selected
for award:
•
•
•
•

A District employee, officer, director, or agent;
Any member of his/her immediate family;
His/her business associate; or
An organization which employs or is about to employ any of the above.

A conflict or perceived potential conflict of interest must promptly be reported to the Finance Director,
who will evaluate the conflict and make a determination as to the impact on the procurement process.
Employee Relationships
The District wants to ensure that its practices do not create situations such as conflict of interest or
favoritism. This extends to practices that involve employee hiring, promotion, and transfer. It is for this
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reason that close relatives, partners, those in a dating relationship, or members of the same household
are not permitted to be in positions that have a reporting responsibility to each other. Close relatives are
defined as husband, wife, domestic partner, father, mother, father-in-law, mother-in law, grandfather,
grandmother, son, son-in-law, daughter, daughter-in law, uncle, aunt, nephew, niece, brother, sister,
brother-in-law, sister-in-law, step relatives, cousins, and domestic partner relatives.
If employees begin a dating relationship or become relatives, partners, or members of the same
household, and if one party is in a supervisory position, that person is required to inform management
and Human Resources of the relationship.
The District reserves the right to apply this policy to situations where there is a conflict or the potential
for conflict because of the relationship between employees, even if there is no direct-reporting
relationship or authority involved.
Traffic Violations
Under no condition will the District pay any fine or traffic violation incurred by an employee, whether on
District time or not, with or without a District vehicle. Employees are required to report violations, lapses,
or suspension of their license to their supervisor. Failure to do so will subject the employee to discipline
up to and including discharge from employment.
Gifts
In order to avoid any situation which may give an appearance of improper influence in District
procurement activities, no employee, officer, director, or agent of the District may individually solicit or
accept, either directly or indirectly, any gift, gratuity, loan, or other item or service of value from a current
or potential vendor or contractor.
Gifts, gratuities, and invitations that are offered to District employees, officers, director, or agent that are
also offered to other businesses or agencies, or the public, can be accepted.
Invitations for business lunches, parties, or similar functions shall be declined if received from bidders or
other parties involved in a pending procurement.
Employee Solicitation
Solicitation of money or public support by employees for political, religious, social, or other causes while
on duty or on District property is not permitted without the written consent of the General Manager.
Discipline
Every employee has the duty and the responsibility to be aware of and abide by existing rules and policies.
Employees also have the responsibility to perform his/her duties to the best of his/her ability and to the
standards as set forth in his/her job description or as otherwise established.
The District supports the use of progressive discipline to address issues such as poor work performance
or misconduct. Our progressive discipline policy is designed to provide a corrective action process to
improve and prevent a recurrence of undesirable behavior and/or performance issues
Outlined below are the steps of our progressive discipline policy and procedure. The District reserves the
right to combine or skip steps in this process up to and including discharge from employment, depending
on the facts of each situation and the nature of the offense. The level of disciplinary intervention may also
vary. Some of the factors that will be considered are whether the offense is repeated despite coaching,
counseling, and/or training; the employee's work record; and the impact the conduct and performance
issues have on our organization.
The following outlines the District’s progressive discipline process:
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•

Verbal warning: A supervisor orally counsels an employee about an issue of concern.

•

Written warning: Written warnings are used for behavior or violations that a supervisor considers
serious or in situations when a verbal warning has not helped change unacceptable behavior.
Written warnings are placed in an employee’s personnel file.

•

Performance improvement plan: An employee may be assigned to a performance improvement
plan if appropriate to improving required performance. This can be related to a performance
review or disciplinary situation.

•

Discharge: Employment may be terminated based on progressive discipline or based on the
severity of a single incident.

Misconduct that involves dishonesty, violation of the law, or significant risks to District operations, or to
the safety or well-being of oneself or others is grounds for discharge from employment.
The District reserves the right to determine the appropriate level of discipline for any inappropriate
conduct, including oral and written warnings, suspension with or without pay, demotion, and discharge.
Separation of Employment
Separation of employment within an organization can occur for several different reasons.
•

Resignation: Although we hope your employment with us will be a mutually rewarding
experience, we understand that varying circumstances cause employees to voluntarily resign
employment. Resigning employees are encouraged to provide two weeks’ notice, preferably in
writing, to facilitate a smooth transition out of the organization. Management reserves the right
to provide an employee with two weeks’ pay in lieu of notice in situations where job or business
needs warrant such action. If an employee provides less notice than requested, the employer may
deem the individual to be ineligible for rehire depending on the circumstances regarding the
notice given.

•

Retirement: Employees who wish to retire are required to notify their department director and
the Human Resources Department in writing at least one (1) month before the planned
retirement date. This assists the District in recruitment and, more importantly, to ensure that you
as the employee have all the paperwork necessary for a smooth transition to retirement.
Employees who opt for retirement at the proper age, will have their 401-account moved to 100%
vested.

•

Job abandonment: Employees who fail to report to work or contact their supervisor for three (3)
consecutive workdays shall be considered to have abandoned the job without notice, effective at
the end of their normal shift on the third day. The supervisor shall notify the Human Resources
Department at the expiration of the third workday and initiate the paperwork to terminate the
employee. Employees who are separated due to job abandonment are ineligible to receive
accrued benefits and are ineligible for rehire.

•

Discharge: Employees of the District are employed on an at-will basis, and the District retains the
right to terminate an employee at any time.

The separating employee must return all District property at the time of separation, including uniforms,
cell phones, keys, PCs, parking passes, and identification cards. An employee will be required to sign the
Wage Deduction Authorization Agreement to deduct the costs of such items from the final paycheck.
Health insurance terminates the last day of the month of employment, unless an employee requests
immediate Discharge of benefits. Information for Consolidated Omnibus Budget Reconciliation Act
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(COBRA) continued health coverage will be provided. Employees will be required to pay their share of
the dependent health and dental premiums through the end of the month.
Rehire
Former employees who left the District in good standing and were classified as eligible for rehire may be
considered for reemployment. An application must be submitted to the Human Resources Department,
and the applicant must meet all minimum qualifications and requirements of the position, including any
qualifying exam, when required.
Supervisors must obtain approval from the Director of Human Resources or designee prior to rehiring a
former employee. Rehired employees begin benefits just as any other new employee. Previous tenure will
not be considered in calculating longevity, leave accruals, or any other benefits.
An applicant or employee who is terminated for violating policy or who resigned in lieu of Discharge from
employment due to a policy violation will be ineligible for rehire.

Electronic Communication and Internet Use
All District-supplied technology and District-related work records belong to the District and not to the
employee, who has no expectation of privacy in such technology. The District reserves the right to monitor
such technology and does so on a regular basis. Inappropriate or illegal use of communications may be
subject to disciplinary action up to and including discharge of employment. The District also maintains a
separate Technology Usage Policy which all employees are subject to adhere to.
Personal Electronic Devices Policy
The District understands that an employee’s personal life does not stop upon entering the workplace.
However, while at work employees are expected to exercise discretion when making personal phone calls
or sending electronic messages. Excessive personal calls during the workday can interfere with employee
productivity, be distracting to others, and hurt the public image of the District. If employee use of a
personal cell phone causes disruptions or loss in productivity, the employee may become subject to
disciplinary action per District policy. All cell phones shall be turned off or set to silent or vibrate mode
during meetings, conferences, and in other locations where incoming calls may disrupt normal workflow.
Any employee driving a District owned vehicle or driving their own vehicle while on District business, is
prohibited from using personal electronic devices. As such, handheld electronic devices are not to be used
at any time when a District employee is sitting in the driver’s seat of a District vehicle or their own on
District business, regardless of whether the vehicle is in motion or not. Any employee found using their
devices while driving shall be subject to the District’s discipline policy.
Cell Phone Reimbursement
Employees whose job duties include the frequent need for a cell phone may receive a cell phone allowance
to cover business-related costs. The standard monthly cell phone allowance amount shall be $40.00.
Please see Human Resources for rules and eligibility.
Social Media
The District understands that social media is a great way to communicate information and personal
interests. We value the rights of individuals employed by the District to access and use these platforms
as long as they do not conflict with the values and policies of the District. It is for this reason that the
District has established a Social Media Policy separate from this manual. Employees will receive a copy of
this policy and will be expected to adhere to the content within. Please refer to this policy for more
information.
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Leaves of Absence
Family and Medical Leave
The District allows eligible employees to take unpaid, job-protected leave (“Medical Leave”) for specified
family and medical reasons with continuation of group health insurance coverage under the same terms
and conditions as if the employee had not taken leave. The District will comply with the Family and
Medical Leave Act (“FMLA”), and the Maine’s Family Medical Leave law.
Eligibility
An employee is eligible for Medical Leave if the employee has worked for the District for at least twelve
(12) months prior to the start of the proposed leave and has worked at least 1,250 hours over the 12
months prior to the start of the proposed leave. The 12-month period used to determine employee
eligibility for Medical Leave shall be the 12-month period measured forward from the date any employee’s
first leave begins.
Eligible employees are entitled to 12 weeks of Medical Leave in a 12-month period for:
-

The birth of a child and to care for the newborn child within one year of birth;
The placement with the employee of a child for adoption or foster care and to care for the
newly placed child within one year of placement;
To care for the employee’s spouse, child, or parent who has a serious health condition;
A serious health condition that makes the employee unable to perform the essential functions
of his or her job;
Any qualifying exigency arising out of the fact that the employee’s spouse, son, daughter, or
parent is a covered military member on “covered active duty” as defined by the FMLA; or
Twenty-six weeks of leave during a single 12-month period to care for a covered service
member with a serious injury or illness if the eligible employee is the service member’s spouse,
son, daughter, parent, or next of kin.

If a married couple both work for the District and each wish to take leave for the birth of a child, adoption
or placement of a child in foster care, or to care for a parent (but not a parent "in-law") with a serious
health condition, the couple may only take a combined total of 12 weeks of leave between the two of
them. If a married couple both work for the District and each wish to take leave to care for a covered
injured or ill service member, the couple may only take a combined total of 26 weeks of leave between
the two of them.
Employee Status and Benefits During Leave
While an employee is on leave, the District will continue the employee's health benefits during the leave
period at the same level and under the same conditions as if the employee had continued to work.
Employees will be required to pay for their portion of benefits upon return or while out on leave.
Employee Status After Leave
An employee who takes leave under this policy may be asked to provide a fitness for duty clearance from
the health care provider. An employee returning from Medical Leave is, under most circumstances,
eligible for reinstatement to the employee’s previous position, with substantially the same duties,
responsibility and status. However, upon such return, employees have no greater right to reinstatement
than if they had been continuously employed rather than on Medical Leave. For example, if an employee
would have been laid off even if the employee had not been on Medical Leave, or if the employee’s
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position would have been eliminated during the leave, then that employee is not entitled to
reinstatement.
If an employee returns from Medical Leave, which was taken for the employee’s own serious health
condition but is unable to perform the essential functions of the employee’s job because of a disability,
the District will attempt to make a reasonable accommodation for the employee.
Use of Paid and Unpaid Leave
All paid vacation, personal, and sick leave runs concurrently with Medical Leave.
Disability leave for the birth of a child and for an employee's serious health condition, including workers'
compensation leave (to the extent that it qualifies), will be designated as Medical Leave.
Intermittent Leave or a Reduced Work Schedule
An eligible employee may take Medical Leave in consecutive weeks or may be entitled to use the leave
intermittently or on a reduced schedule basis where such leave is medically appropriate.
Certification of Health Forms
Employees will be asked to provide a certification of health form for either their own serious health
condition or that of a covered family member. This form will be provided to the employee by the Human
Resources Department.
Recertification
The District may request recertification for the serious health condition of the employee or the
employee’s family member when circumstances have changed significantly, or if the employer receives
information casting doubt on the reason given for the absence, or if the employee seeks an extension of
his or her leave. Otherwise, the District may request recertification for the serious health condition of the
employee or the employee’s family member every six months.
Procedure for Requesting Medical Leave
All employees requesting Medical Leave must provide the Human Resources Department with verbal or
written notice of the need as soon as possible. Within five business days after the employee has provided
this notice, the Human Resources Department will provide the employee with the U.S. Department of
Labor Notice of Eligibility and Rights.
Designation of Medical Leave
Within five business days after the employee has submitted the appropriate certification form, the Human
Resources Department will provide the employee with a written response to the employee’s request for
Medical Leave.
Intent to Return to Work from Medical Leave
The District may require an employee on Medical Leave to report periodically on the employee’s status
and intent to return to work.
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Personal Leave of Absence
Employees who require time off in addition to vacation/PTO may request a personal leave of absence if
all other leave has been exhausted without pay for up to a maximum of 30 days and must be approved by
the General Manager.
All regular employees employed for a minimum of 90 days are eligible to apply for an unpaid personal
leave of absence. Job performance, absenteeism, and departmental requirements will all be taken into
consideration before a request is approved.
Please contact Human Resources for more information on request procedures.
The employee must return to work on the scheduled return date or be considered to have voluntarily
resigned from his or her employment. Extensions of leave will only be considered on a case-by-case basis.
Bereavement Leave
An employee who wishes to take time off due to the death of an immediate family member should notify
his or her supervisor immediately.
Bereavement leave will be granted unless there are unusual business needs or staffing requirements.
Paid bereavement leave is granted according to the following schedule:
•

Employees are allowed five (5) working days of paid leave in the event of the death of the
employee’s spouse, domestic partner, child, or parent.

•

Employees are allowed three (3) working days because of the death of the employee’s father-inlaw, mother-in-law, brother, sister, sister-in-law, brother-in-law, stepfather, stepmother,
stepbrother, stepsister, step children, grandparent, or other relative living in the household of the
employee.

•

Employees are allowed one (1) working day because of the death of an aunt, uncle, nephew, or
niece.

It is intended that this time off be used for the purposes of handling necessary arrangements, and travel
and attendance at the services.
At the discretion of the employee’s Department Head, employees may use sick leave to supplement the
bereavement leave.
Jury Duty
Upon receipt of notification from the state or federal courts of an obligation to serve on a jury, employees
must notify their supervisor and provide him/her with a copy of the jury summons. The District will pay
the difference between the amount the employee is paid for jury duty and the amount they would have
received had they worked. An employee excused or released from jury service during their regular
workday shall return to work.
Military Leave of Absence
The District is committed to protecting the job rights of employees absent on military leave. In accordance
with federal and state law, it is the District’s policy that no employee or prospective employee will be
subjected to any form of discrimination on the basis of that person's membership in or obligation to
perform service for any of the Uniformed Services of the United States. Specifically, no person will be
denied employment, reemployment, promotion, or other benefit of employment on the basis of such
membership. If any employee believes that he or she has been subjected to discrimination in violation of
District policy, the employee should immediately contact Human Resources.
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Employees requesting leave for military duty should contact Human Resources to request leave as soon
as they are aware of the need for leave. For request forms and detailed information on eligibility,
employee rights while on leave and job restoration upon completion of leave contact Human Resources.
Lactation/Breastfeeding
An employee who is breastfeeding her child will be provided reasonable break times as needed to express
breast milk. The District will ensure the employee has a private area for expressing. A refrigerator is
available for the storage of breast milk. Any breast milk stored in the refrigerator must be labeled with
the name of the employee. Any nonconforming products stored in the refrigerator may be disposed of.
Employees storing milk in the refrigerator assume all responsibility for the safety of the milk and the risk
of harm for any reason, including improper storage or refrigeration and tampering.
Nursing mothers wishing to use a room must contact the Human Resources Department. Employees who
work off-site or in other locations will be accommodated with a private area as necessary.
Breaks of more than 20 minutes in length will be unpaid, and the employee should indicate this break
period on her time record.

Benefits
For more information regarding benefits programs, please refer to the District Summary Plan Descriptions,
which were provided to employees upon hire, or contact the Human Resource Department. Employees
with schedules less than 40 hours will have prorated benefit options according with their regularly set
schedule.
Medical and Dental Insurance
The District currently offers regular, full-time employees, scheduled to work a minimum of 30 hours per
week insurance benefits. Enrollment in medical and dental insurance coverage options will be on the first
of the month following date of hire.
Employees have up to the 1st of the month following their date of hire to make medical and dental plan
elections. Once made, elections are fixed for the remainder of the plan year unless they have a qualifying
event. Please contact the Human Resources Department to determine if a family status change qualifies
under the Plan document and IRS regulations.
At the end of each calendar year during open enrollment, employees may change medical and dental
elections for the following calendar year.
Any employee who has been participating in the District’s health insurance plan, or any new employee
joining the District may elect to drop his or her coverage in the District’s health insurance plan with proof
of other coverage during open enrollment or for a qualifying event. Any such eligible employee who
provides documentation that they and their family (if appropriate) are covered by health insurance
elsewhere, will be entitled to receive a reimbursement of 50% of the single employee premium cost. Any
such reimbursement is considered taxable income and shall be paid to the employee in their regular
paycheck.
Any employee who has been participating in the District’s health insurance, has reached the age of 62,
and has been employed by the District for 20 years or more and wishes to retire before the age of 65, may
elect to have the District pay the full cost of health their health insurance until they reach the age of 65.
The Human Resources Department is available to answer benefits plan questions and assist in enrollment
as needed.
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Domestic Partners Coverage
In order to qualify for domestic partners coverage, an employee must fill out the documentation required
by the District’s insurer and be determined eligible in accordance with insurance plan. Please see Human
Resources for more information regarding rules and eligibility.
Group Life Insurance
The District offers Regular Full-Time employees who have been employed by the District coverage for 1st
of the month following date of hire, an employer-paid basic group term life policy along with an accidental
death and dismemberment policy. Each policy generally pays a death benefit of 1X the salary of the
employee.
Short-Term Disability Benefits
The District's short-term disability plan is a benefit that provides partial pay for Regular Full-Time
employees who are unable to work due to illness, injury, or disability not related to work. For illnesses
after an absence of more than seven consecutive calendar days, benefits begin on the eighth day of
disability and continue for related absences up to a maximum of 26 weeks. For injuries, benefits begin on
the day of disability due to the injury and continue for up to 26 weeks. Employees will not be able to
return to work without submitting a note from a physician or licensed health care professional authorizing
the employee's return to the Human Resources Department. Any time spent on short-term disability
counts as part of the employee's Medical Leave.
Long-Term Disability Benefits
The District offers Regular Full-Time employees a long-term disability base plan. Employees are
automatically enrolled as of the first day of the calendar month following the date of hire. Long-term
disability coverage terminates on the last day of employment.
Retirement Plan
The District has a voluntary defined contribution retirement plan under Section 401a of the Internal
Revenue Code available to all Full-Time employees
All non-union employees are 100% vested in their retirement plan after eligibility period is satisfied.
The District participates in a deferred compensation retirement plan available to all employees on a
voluntary basis under Section 457 of the Internal Revenue Code. Employees may contribute up to the
current amount permitted of their compensation to the plan. Employees are eligible to participate in the
employer matched 401 plan 90 days from date of employment. Employee contributions are made on a
pre-tax basis.
Both plans are administered by the ICMA Retirement Corporation out of Washington, D.C. Funds are
invested under the exclusive direction of the employee within the funds offered by ICMARC.
Further details about the Plan may be obtained from the Human Resources Department and the Plan
document.
Holiday
The District recognizes twelve paid holidays each year for Regular Full-Time non-union employees:
•

New Year’s Day

•

Martin Luther King Jr. Day

•

Presidents Day

•

Patriot’s Day
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•

Memorial Day

•

Independence Day

•

Labor Day

•

Columbus Day

•

Veterans Day

•

Thanksgiving Day

•

Day after Thanksgiving

•

Christmas Day

Unpaid time off may be granted to employees who desire to observe a religious holiday that is not
recognized by the District.
Regular Full-Time and Regular Part-Time employees will receive regularly scheduled hours worked paid
as holiday pay. All others will receive their normal hours worked in holiday pay.
Employees are required to work the day prior to and after a holiday to receive Holiday pay unless preapproved.
Any non-exempt employee working on the holiday will receive time and one half pay for time worked on
the holiday.
Vacation
All Regular Full-Time employees who were hired before January 1, 2016 and have opted to be
grandfathered to this policy are eligible for vacation leave benefits. Vacation accrual begins on the first
day of employment. Vacation is accrued according to the schedule in this policy. Vacation can be used
only after it is earned. Vacation leave will not be earned during an unpaid leave of absence.
The number of employees on vacation at any given time will be determined by work responsibilities and
coverage. On or before the first pay period of each calendar year, an employee will receive their annual
vacation entitlement in advance.
Employees are required to use at least 50% of their annual vacation allocation each year. The maximum
vacation hours any employee may carry over from one year to the next is 240. Accrued vacation in excess
of 240 hours that are not used by December 31 of each year shall be lost.
Years of Service

Annual Earned Hours

Equivalent in Weeks

Six months to one year (pro-rated based upon 40
date of employment)

One (1) week

Second through 4th year of employment

80

Two (2) weeks

Fifth through Ninth Years of employment

120

Three (3) weeks

Ten to Nineteen Years of employment

160

Four (4) weeks

Twenty to Twenty Ninth years of employment

200

Five (5) weeks

Thirty or more years

240

Six (6) weeks

General Manager

Board Determined

Board Determined
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Vacation will be paid at the employee’s base rate at the time the leave is taken. Vacation pay is not
included in overtime calculation. If a holiday falls during the employee’s vacation, the day will be charged
to holiday pay rather than to vacation pay.
Leave taken beyond an employee’s available vacation balance may be unpaid unless otherwise required
under state or federal law.
If employment is terminated, accrued unused vacation leave earned through the last day of active
employment will be paid at the employee’s base rate of pay at termination. In the event of the employee’s
death, earned unused vacation time will be paid to the employee’s estate or designated beneficiary.
Sick Leave
All Regular Full-Time employees who were hired before January 1, 2016 and have opted to be
grandfathered to this policy accrue sick leave from the date of hire, at 5/6 of a day per month, 1.54 hours
per week on a weekly basis starting with the first full calendar month of employment, for a total of 10
days per year. Sick leave may be used for an employee's personal illness, well-care, medical, and dental
appointments. Sick leave may also be used for illness and well-care in an employee's immediate family.
An employee must have worked or been on authorized leave for ½ of the days of that month to earn the
sick leave for the month.
Sick leave may be accrued to a maximum of 150 sick leave days. Sick leave may not be used before accrual.
If sick leave is exhausted, any available vacation hours will be used in its place. An employee who has a
sick leave absence in excess of three consecutive working days must present medical documentation for
the absence.
Full-time employees retiring/resigning from METRO with at least twenty (20) consecutive years of service
shall be compensated for 50% of their accrued sick time with the maximum set at 75 days.
Paid Time Off (PTO)
The District believes that employees should have opportunities to enjoy time away from work to help
balance their lives and recognizes that employees have diverse needs for time off from work. The District
has established this paid time off (PTO) policy to meet those needs. The benefits of PTO are that it
promotes a flexible approach to time off. Employees are accountable and responsible for managing their
own PTO hours to allow for adequate reserves if there is a need to cover vacation, illness or disability,
appointments, emergencies, or other situations that require time off from work. PTO is not available to
employees hired prior to January 1, 2016, who have opted to be grandfathered into the District’s vacation
and sick leave policies.
All Regular Full-Time employees are eligible for paid time of (PTO) benefits. PTO is accrued upon hire or
transfer into a benefits-eligible position. PTO is accrued according to the schedule in this policy. PTO can
be used only after it is earned. PTO leave will not be earned during an unpaid leave of absence.
The number of employees utilizing PTO at any given time will be determined by work responsibilities and
coverage.
PTO will be paid at the employee’s base rate at the time the leave is taken. PTO pay is not included in
overtime calculation. If a holiday falls during the employee’s time, the day will be charged to PTO pay
rather than to vacation pay.
Leave taken beyond an employee’s available accrued PTO may be unpaid unless otherwise required under
state or federal law.
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PTO accruals are available for use in the pay period following completion of 30 days of employment. All
hours thereafter are available for use in the pay period following the pay period in which they are accrued.
Accrual and Payment of PTO
Accruals are based upon paid hours up to 2,080 hours per year, excluding overtime. Length of service
determines the rate at which the employee will accrue PTO. PTO does not accrue on unpaid leaves of
absence. Employees become eligible for the higher accrual rate on the first day of the pay period in which
the employee’s anniversary date falls.
Years of Service

Accrual
Rate
Annual
PTO Annual PTO Days Maximum
Per week (in
hours Accrual* Accrual
Accrual Hours
Hours)

To one year

2.31

120

15

280

Second – 4th year

3.08

160

20

280

Fifth – ninth year

3.85

200

25

280

Ten or more years

5.39

280

35

280

*Annual PTO Accruals are based on an employee having 2,080 paid hours per year (40 hours per week).
**No PTO hours will accrue beyond the maximum accruals listed.
Use and Scheduling of PTO
Employees are required to use available PTO when taking time off from work with the exception of a
company-required absence due to low workload or absences occasioned by the company. PTO may be
taken in increments of as low as one hour. However, PTO may not be used for missed time because an
employee reports late to work, except during inclement weather. As the District feels it’s important for
employees to have time outside of work to relax and rejuvenate themselves, all employees that have
accumulated 120 hours or more must take a total of 80 hours of PTO annually.
Whenever possible, PTO must be scheduled in advance. PTO is subject to supervisory approval,
department staffing needs, and established departmental procedures. Unscheduled absences will be
monitored. An employee will be counseled when the frequency of unscheduled absences adversely
affects the operations of the department. The supervisor may request that the employee provide a
statement from a health care provider concerning the justification for an unscheduled absence.
When PTO is used, an employee is required to request payment of PTO hours according to his or her
regularly scheduled workday. For example, if an employee works a six-hour day, he or she would request
six hours of PTO when taking that day off. PTO is paid at the employee’s straight time rate. PTO is not part
of any overtime calculation.
Employees may not borrow against their PTO banks; therefore, no advance leave will be granted.
Payment Upon Termination
If an employee has been employed by the District for less than five years, they will be paid upon
resignation, separation, or retirement for 50% all PTO hours accumulated, but not used. Employees who
have worked for the District for five to ten years will be paid out for 75% of their unused PTO time.
Employees who have worked for the District for ten years or more will receive 100% of their unused PTO
time.
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PTO Transfer
Guidelines
Regular employees may voluntarily transfer unused PTO, vacation, or sick leave to another regular
employee to provide the recipient with supplemental paid leave during an extended non-job-related
illness or injury as defined under the Family and Medical Leave Act or to care for a spouse, child, or parent
with a serious health condition as defined under the Family and Medical Leave Act. Appropriate tax
consideration for those transferring and those receiving PTO transfers will be process through payroll.
Leave Conversion
The value of the donated leave will be converted to the rate of pay of the recipient.
PTO Donations
An employee wishing to donate paid leave shall:
1. Be a regular employee on active status.
2. Have successfully completed his or her original probationary period. Retain a minimum of 40
hours each of vacation and sick pay for his or her own use.
3. Designate a recipient through written request submitted to the Human Resources Department.
The PTO transfer option is terminated if the recipient is no longer eligible for leave under FMLA, returns
to his or her regular work schedule, separates from the District, or otherwise fails to meet the eligibility
requirement.
Documentation
Upon request, the recipient shall provide updated documentation as to the nature and expected duration
of the illness or injury.
Unused Leave
Unused leave may not be transferred to another recipient. Any unused leave shall be returned to the
donor.
Outside Employment
Employees are not permitted to engage in unauthorized outside employment while on donated PTO leave.
FlexTime for Exempt Employees
The District recognizes that there are times where it may be necessary for exempt employees to work
outside of normal business hours. As such, it is the policy of this District to allow those exempt employees
to use compensatory time in accordance with its Flex Time policy. If you believe you may qualify for Flex
Time, please see Human Resources for details regarding eligibility. The use of said time shall not cause
interference with day-to-day operational needs. Supervisors are required to monitor compensatory time
use in relation to overall employee performance and satisfaction of job duties.
Workers’ Compensation Benefits
The District is covered under statutory state workers' compensation laws. Employees who sustain workrelated injuries must immediately notify their department supervisor. For more information on how to
file a claim, please refer to the section entitled Safety. Failure to provide timely notice will result in delay
or denial.
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Tuition Assistance
The District will reimburse up to a maximum of $1,500 per year, per employee, not to exceed $6,000
District wide, for continuing education through an accredited program that either offers growth in an area
related to his or her current position or might lead to promotional opportunities. A written request for
reimbursement must be submitted to the Human Resources Department at least 30 days before the
course begins. Courses include college credit courses, continuing education unit courses, seminars, and
certification tests. Employees must earn a passing grade of “80” or its equivalent or obtain a certification
to receive any reimbursement. Expenses must be validated by receipts, and a copy of the final grade card
or certification must be presented to show hours or certification received.
Any questions or comments should be directed to the Human Resources Department. Approvals will be
granted by the General Manager
Employee Assistance Program (EAP)
Through the Employee Assistance Program (EAP), the District provides confidential access to professional
counseling services. The EAP, available to all employees and their immediate family members, offers
problem assessment, short-term counseling, and referral to appropriate community and private services.
The EAP is strictly confidential and is designed to safeguard an employee’s privacy and rights. Contacts to
and information given to the EAP counselor may be released to the District only if requested by the
employee in writing. There is no cost for an employee to consult with an EAP counselor. If further
counseling is necessary, the EAP counselor will outline community and private services available. The
counselor will also let employees know whether any costs associated with private services may be covered
by their health insurance plan. Costs that are not covered are the responsibility of the employee.
Through Anthem, the employee is entitled to up to three free visits per year, per issue, as well as to the
employee’s family members in their household. Employees also have access to many other resources
listed on the website. Employees may reach out by calling 800-647-9151 or logging into anthemEAP.com
and log into MMEHT.
For more information, and to obtain pamphlets for detailed information, please contact the Human
Resources Department.
Bus Passes
Active employees are entitled to free bus service and only need to show their Employee ID Badge to the
bus operator. Retired employees are eligible for a free bus pass upon request.
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APPENDIX A:

Anti-Harassment and Anti-Discrimination Policy
Greater Portland Transit District METRO
Purpose: Greater Portland Transit District METRO (GPTD) is committed to a work
environment in which all individuals are treated with respect and dignity. Each individual has the
right to work in an atmosphere that promotes equal employment opportunities and prohibits
unlawful discriminatory practices; including harassment. This policy represents GPTD’s
commitment to establishing that environment and holding all employees accountable to the
guidelines outlined within. It is the policy of GPTD to ensure equal employment opportunity
without discrimination or harassment on the basis of race, color, religion, gender, sexual
orientation, gender identity, national origin, age, disability, genetic information, marital status,
amnesty, status as a covered veteran, or any other legally prohibited classification. GPTD has a
zero-tolerance standard for any such discrimination or harassment.
Conduct prohibited by these policies is unacceptable in the workplace and in any work-related
setting outside the workplace, such as during business trips, business meetings and businessrelated social events.
Scope: All applicants and employees of GPTD are subject to this policy. This includes
contracted, temporary, part-time, per-diem, and full-time staff. Vendors, customers, consultants
and providers doing business with or on behalf of GPTD or with GPTD equipment are also
subject to this policy and its provisions.
Definitions:
Harassment: Harassment does not have to be of a sexual nature, however, and can include
offensive remarks about a person’s sex. For example, it is illegal to harass a woman by
making offensive comments about women in general.
Harassment on the basis of any other protected characteristic is also strictly prohibited. Under
this policy, harassment is verbal, written or physical conduct that denigrates or shows
hostility or aversion toward an individual because of his/her race, color, religion, gender,
sexual orientation, national origin, age, disability, marital status, citizenship, genetic
information or any other characteristic protected by law or that of his/her relatives, friends or
associates, and that a) has the purpose or effect of creating an intimidating, hostile or
offensive work environment; b) has the purpose or effect of unreasonably interfering with an
individual's work performance; or c) otherwise adversely affects an individual's employment
opportunities.
Harassing conduct includes epithets, slurs or negative stereotyping; threatening, intimidating
or hostile acts; denigrating jokes; and written or graphic material that denigrates or shows
hostility or aversion toward an individual or group and that is placed on walls or elsewhere
on the employer's premises or circulated in the workplace, on GPTD time or using GPTD
equipment via e-mail, phone (including voice messages), text messages, tweets, blogs, social
networking sites or other means.
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Sexual Harassment: Sexual Harassment is defined by the Equal Employment Opportunity
Commission as unwelcome sexual advances, requests for sexual favors, and other verbal or
physical harassment of a sexual nature when a) submission to such conduct is made either
explicitly or implicitly a term or condition of an individual's employment; b) submission to
or rejection of such conduct by an individual is used as the basis for employment decisions
affecting such individual; or c) such conduct has the purpose or effect of unreasonably
interfering with an individual's work performance or creating an intimidating, hostile or
offensive working environment. Both the victim and the harasser can be either a woman or a
man, and the victim and harasser can be the same sex. Sexual harassment is illegal when it is
frequent or severe enough that it creates a hostile or offensive work environment or when it
results in an adverse employment decision (such as the victim being fired or demoted). The
harasser can be the victim's supervisor, a supervisor in another area, a co-worker, or someone
who is not an employee of the employer, such as a client or customer.
Depending on the circumstances, these behaviors may include unwanted sexual advances or
requests for sexual favors; sexual jokes and innuendo; verbal abuse of a sexual nature;
commentary about an individual's body, sexual prowess or sexual deficiencies; leering,
whistling or touching; insulting or obscene comments or gestures; display in the workplace
of sexually suggestive objects or pictures; and other physical, verbal or visual conduct of a
sexual nature.
Direct Sexual Harassment: Harassment that is direct may be verbal or physical in
nature. It can involve someone being the topic of a lewd joke, a request for sexual favors
in exchange for benefits like a promotion or raise, or in worst cases, can involve physical
harm, such as inappropriate touching or rape.
Indirect Sexual Harassment: Indirect sexual harassment incidents usually involve a
secondary victim who has been offended by visual or auditory conduct. A victim of
indirect sexual harassment can be someone that overhears a lewd joke at work, even
though they are not the subject of it, may read a letter or email that is sexual in nature and
become offended by it, or can also come across an inappropriate image or photograph,
such as on a screen saver or in an email.
In addition, indirect sexual harassment can involve someone who is a witness to the
harassment of another individual. They may take offense or become fearful for their own
safety.
Quid Pro Quo Sexual Harassment: Quid pro quo harassment occurs in the workplace
when a manager or other authority figure offers or merely hints that he or she will give
the employee something in return for that employee's satisfaction of a sexual demand.
Examples of benefits offered in return can include:
•
•
•
•

Favorable performance reviews or recommendations,
Promotions,
Raises, and
Sought-after work assignments or work shifts.
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This also occurs when a manager or other authority figure says he or she will not fire or
reprimand an employee in exchange for some type of sexual favor. A job applicant also
may be the subject of this kind of harassment if the hiring decision was based on the
acceptance or rejection of sexual advances.
For instance, a male bank manager interviewing a female applicant for a job as a teller
places his hand on her thigh. When she objects, he asks, "Don't you want this job?" The
implication is that she must comply with the hiring manager's advances in order to get
hired.
Hostile Environment Sexual Harassment: Hostile environment harassment is the type
of sexual harassment that occurs when there is frequent or pervasive unwanted sexual
comments, advances, requests, or other similar conduct. It can also occur when there is
other verbal or physical conduct that is sexual in nature. This could include:
•
•
•
•

Displays of inappropriate or offensive materials;
Sexual jokes;
Interference with someone’s ability to move freely; and
Persistent, unwanted interactions, such as asking for dates continually.

In general, this type of conduct must be unwelcome and either frequent or pervasive (or
both) to be considered a hostile environment. It is not usually deemed a hostile
environment if the activity in question was an isolated occurrence or a simple attempt at
initiating a sexual relationship that was not reciprocated nor repeated. Whether or not this
criterion (unwelcome, frequent, pervasive) has been met is determined on a case-by-case
basis.
Unlike quid pro quo harassment, a hostile work environment does not require any
employment benefit to be at risk. Since it is not tied to the promise or threat of particular
employment actions, this type of sexual harassment is found across all levels of
employees.
Another important distinction here is that inappropriate behavior between employees may
also create a hostile work environment for other employees who were not actually the
target of the behavior.

Retaliation: Retaliation is when action is taken against employees for their participation
in any of the following:
•
•
•

Filing or being a witness in an EEO charge, complaint, investigation, or
lawsuit
Communicating with a supervisor or manager about employment
discrimination, including harassment
Answering questions during an employer investigation of alleged
harassment
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•
•
•
•

Refusing to follow orders that would result in discrimination
Resisting sexual advances, or intervening to protect others
Requesting accommodation of a disability or for a religious practice
Asking managers or co-workers about salary information to uncover
potentially discriminatory wages.

Participating in a complaint process is protected from retaliation under all circumstances.
Other acts to oppose discrimination are protected as long as the employee was acting on a
reasonable belief that something in the workplace may violate EEO laws, even if he or she
did not use legal terminology to describe it.
Management is not allowed to take any action that would discourage someone from
resisting or complaining about future discrimination.
Examples of possible retaliation against an employee include but are not limited to:
•
•
•
•
•
•
•

Reprimanding the employee or give a performance evaluation that is
lower than it should be;
Transferring the employee to a less desirable position;
Engaging in verbal or physical abuse;
Threatening to make, or actually make reports to authorities (such as
reporting immigration status or contacting the police);
Increased scrutiny of the employee;
Spreading false rumors, treating a family member negatively (for
example, cancel a contract with the person's spouse); or
Making the person's work more difficult (changing their work schedule
knowing it would cause difficulty for the employee)

Retaliation against an individual for reporting harassment or discrimination or for
participating in an investigation of a claim of harassment or discrimination is a serious
violation of this policy and, like harassment or discrimination itself, will be subject to
disciplinary action. Acts of retaliation should be reported immediately and will be promptly
investigated and addressed.
Complaint Process:
GPTD encourages individuals who believe they are or have been subjected to such conduct to
promptly advise the offender that his or her behavior is unwelcome and request that it stop.
Often, this action alone will resolve the problem. GPTD recognizes that an individual may need
to pursue the matter through complaint procedures.
Individuals who believe they have been the victims of conduct prohibited by this policy or who
believe they have witnessed such conduct should discuss their concerns with their immediate
supervisor, Human Resources or any member of management as soon as possible.
Any reported allegations of harassment, discrimination or retaliation will be investigated
promptly by the Director of Human Resources. The investigation may include individual
interviews with the parties involved and with individuals who may have observed the alleged
conduct or may have other relevant knowledge.
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Confidentiality will be maintained throughout the investigatory process to the extent
consistent with adequate investigation and appropriate corrective action.
Formal Complaint Filing Procedure:
1. An individual who feels harassed, discriminated or retaliated against may initiate the
complaint process by filing a complaint with their immediate supervisor or the Human
Resources Department. No formal action will be taken against any person unless a
complaint has been formally filed.
2. Upon receiving the complaint, the Director of Human Resources will review the
complaint with appropriate members of management and the individual. Note that legal
counsel may also be consulted if appropriate.
3. Within five business days of receiving the complaint, the Director of Human Resources
will notify the person(s) charged of a complaint and initiate the investigation to determine
whether there is reasonable basis for believing that the alleged violation of this policy has
occurred.
4. The investigation will be closed and completed within 20 business days unless there are
extenuating circumstances hindering this timeline. A written report of the findings will
be submitted to the General Manager.
5. If harassment, bullying, or discrimination is founded in violation of GPTD policy, the
Director of Human Resources will recommend appropriate discipline. The appropriate
action will depend upon: a) the severity, frequency, and pervasiveness of the conduct b)
prior complaints made against the individual, c) prior complaints made by the
complainant, d) quality of evidence.
6. If the investigation is inconclusive or determined that there has been no violation of
policy but potentially problematic conduct may have occurred, the Director of Human
Resources may recommend appropriate preventative action.
7. Within five business days of completing the investigation the Director of Human
Resources and/or the appropriate manager will meet with the complainant and the
respondent separately to notify them of the findings and inform them of the action being
recommended.
8. If the complaint is against the General Manager and/or the Director of Human Resources
and the employee does not feel comfortable reporting this to the General Manager and/or
Director of Human Resources. The employee may contact the President of the Board of
Directors. The President shall maintain the right to involve an outside third party to
investigate and will follow the time line stated above and will bring its findings to the
Executive Committee of the Board for resolution.
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False and malicious complaints of harassment, discrimination or retaliation may be the subject
of appropriate disciplinary action.
If a party to a complaint does not agree with its resolution that party may appeal to the General
Manager or employees may contact the Maine Human Rights Commission (MHRC) or the Equal
Employment Opportunity Commission (EEOC). Or, if the employee is uncomfortable with
reporting the harassment to any GPTD member of management, they may also bring the
complaint to the MHRC or the EEOC.
The MHRC is the state agency charged with the responsibility of enforcing Maine’s antidiscrimination laws.
The MHRC can be contacted at the following address and number:
Maine Human Rights Commission
State House Station 51
Augusta, Maine 04333
(207) 624-6290
The EEOC is a Federal Agency charged with the responsibility of enforcing national standards of
anti-discrimination and anti-harassment.
The EEOC can be contacted at the following address and number:
U.S. Equal Employment Opportunity Commission
131 M Street, NE
Washington, DC 20507
202-663-4900 / (TTY) 202-663-4494
(800)-669-4000

Operational Anti-Harassment and Anti-Discrimination:
It is the responsibility of GPTD employees to combat harassment and discrimination when and
where possible. This includes on the buses that we operate. This policy segment represents our
process and commitment to combating harassment and discrimination in these settings.
Recognition: There are several ways to recognize the occurrence of a harassment or
discrimination issue that bus operators need to be aware of in a bus setting:
•

Nonverbal cues can include body language, facial expressions or sense a passenger gives
you in reaction to a situation or interaction.

•

Visual cues can include inappropriate touching, physical movement or physical
interaction of individuals on the bus that indicate a situation is occurring.
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•

Verbal cues can include vulgarity, taunting, catcalling, or other interactions of a verbal
nature that indicate a situation is occurring.

While we are aware there are a lot of distractions in a bus setting that a bus operator may be
charged with, it is important to know how to recognize when an occurrence of harassment or
discrimination is happening on the bus and what to do to stop it.
Action:
There are there three approaches to dealing with a harassment or discrimination issue that bus
operators should take if appropriate to do so.
1. Inform the passenger that it may be best if they sit up front as they board the bus.
a. If there is a recognized safety concern with passengers at the back of the bus or a
limited visual capability of the driver with high risk passengers (i.e. young
children or young women traveling alone).
b. This should be done carefully and with tact in order to limit alarm of the
passenger or to not cause the passenger concern about the driver’s intentions.
2. Stop the bus and go and talk to the individual that may be experiencing harassment or
discrimination.
a. Find a safe place to pull the bus over.
b. Walk to the back to speak to the passenger.
c. Let the passenger know that you are there to help them and check in with how
they are doing.
d. Invite the passenger to sit up at the front to stop the communication or concern for
the remainder of their bus ride.
3. Remove the aggressor from the bus.
a. Advise the customer(s) about the policy and the reason for it. If appropriate to the
situation, consider making a general announcement to all passengers so as not to
single out the offending passengers which can create conflict escalation.
b. If you cannot gain compliance, inform the customer(s) that they have a choice:
they can stop violating GPTD’s policies and continue riding or they can exit the
bus at the next stop.
c. If the behavior continues, stop the bus at the next bus stop and direct the
offending passengers to exit the bus.
d. If the passenger(s) refuse, contact dispatch and request GPTD security staff or
police department assistance. Be nice.
e. During this process, Bus Operators should stay in their seats and maintain
professionalism and politeness.
f. Ordering passengers off the bus is a serious issue and is a last resort. Situations and
people are complex and you will have to exercise good judgment in enforcing
GPTD’s Passenger Policies and applying the steps above.
GPTD recognizes that there are occurrences outside of a bus operator’s control on a busy bus. It
is important that operators take appropriate steps to mitigate the risk and occurrence of
harassment and discrimination in good faith and communicate with management when there are
concerns on the bus with the safety of its passengers.
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Bus operators who knowingly fail to comply with this policy may be subject to disciplinary
action up to and including termination.
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BOARD OF DIRECTORS

AGENDA ITEM 8

DATE
February 28, 2019
SUBJECT
Fare Payment Technology and Pricing
PURPOSE
Review Proposed Changes to Technology and Pricing
BACKGROUND/ANALYSIS
Metro’s last major fare adjustment was implemented in 2010 when the base single ride fare and
all ticket/pass products were increased. In 2011, the monthly pass was increased again from $40
to $45, but its value was enhanced by allowing use on both Metro and South Portland bus
services.
Table 1: Current Fare Pricing, Policies and Programs
FARE PRODUCT
FULL FARE
REDUCED FARE

STUDENT FARE

CHILDREN < 5

One Trip (Cash)
Single Trip
Ticket
Day Pass

$1.50

$0.75

$1.00

Free (up to 2 children)

$1.50

$0.75

x

x

$5.00

x

x

x

10 Ride Ticket

$13.50

$6.75

x

x

Monthly Pass

$45.00

x

x

x

Review of Fare Pricing and Policies
Metro’s ticket and passes are entirely paper based and require visual validation by the Bus
Operator and often require actions including cutting transfers or punching tickets.
• Transfers – Free transfers are available and valid only when used by a passenger for a oneway ride from the transfer point to destination via the most direct and first connecting route.
Transfers are allowed between METRO and South Portland Bus routes. Transfer policies are
confusing, difficult to enforce, subject to abuse and increase the risk of conflicts.
• Reduced Fare Eligibility – Seniors citizen, persons with disabilities and Medicare card holders
are eligible for reduced fare in the single ride and 10 Ride Ticket categories. The monthly pass
is not available in the reduced fare category.
• Day Passes – valid on Metro bus routes only; not honored on South Portland Bus Service
(SPBS). There is no reduced fare day pass option. The day pass is not well used because it is
over-priced and available only at Metro’s passenger facility at Elm Street in Portland.
• Ten Ride Ticket – Available in both full and reduced fare categories; Metro and SPBS crosshonor regular and reduced fare Ten Ride tickets.

•
•

•

•

Monthly Pass – Available only in the full fare category; Metro and SPBS cross-honor monthly
passes.
Student Fare – Metro allows students (K-12) to board for $1.00 with valid school
identification. A Summer Youth Pass is available and costs $20.00 and is valid for unlimited
use during June, July and August. Like Metro, some transit agencies carve out a separate
youth or student fare, but this adds complexity to the fare system.
Institutional Pass Programs – Metro has pass programs with Portland Public Schools,
University of Southern Maine, Southern Maine Community College and the Baxter Academy.
These programs rely on visual validation by the Bus Operator. Bus operators must visually
validate each pass as the user boards the bus.
Children – Two (2) children under five years old ride free with fare-paying adult. The full fare
of $1.50 is required for a third child.

Fare Pricing Peer Review
Table 2 below provides Metro’s current fare pricing structure in comparison to peer averages.
The peer averages are based on fare prices at nine (9) transit agencies located across all the New
England states. The peer agencies reflect a cross-section of small to large agencies. Fare pricing
structures and programs tend to be reflective of the socio-economics of the region and are not
typically driven by agency size or scope. However, while cost of living and incomes vary widely
between urban centers in Massachusetts and Connecticut compared to southern Maine, fare
pricing is more consistent.
• Green Mountain Transit – Burlington, VT.
• Manchester Transit Authority (MTA) – Manchester, NH.
• Portsmouth Transit – Portsmouth, NH.
• Massachusetts Bay Transportation Authority (MBTA) – Boston, MA.
• Worcester Regional Transit Authority (WRTA) – Worcester, MA.
• Merrimack Valley Transit Authority (MVTA) – Haverhill-Lawrence, MA.
• Pioneer Valley Transit Authority (PVTA) – Springfield, MA.
• Greater Bridgeport Transit – Bridgeport, CT.
• Rhode Island Public Transit Authority (RIPTA) – Providence, RI.
Table 2: Peer Review Data Results

The peer review indicates that Metro’s current $1.50 fare is below average. Several transit
agencies have moved to $2.00 including Manchester, NH; Boston MA; and Providence RI.
Likewise, pricing for the 10 Ride Ticket and Monthly Pass is below average.
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Fare Payment Technology
Prior to the 1980s and 1990s, cash, tokens and paper-based tickets and passes were the principal
method of payment. Beginning in the 1980s, mag-stripe passes were introduced which were able
to have stored value or serve as a “credential” for an account or backend program. Beginning in
the 1990s and 2000s, Smart Cards were introduced. Smart Cards are capable of more
sophisticated transactions and can also store value. Modern Smart Cards are equipped with a
chip that includes a Radio Frequency ID and allows for contactless payments. Generally, the onboard validator communicates in real-time or near real-time with the backend financial system.
During the last 20 years, transit agencies have generally acquired very sophisticated all-in-one
fareboxes which can receive and track denominations of cash, print transfers and day-passes,
and accept mag-stripe and/or Smart Cards. These pieces of equipment are sophisticated in that
they are mechanical devices with ongoing maintenance needs, increasing rates of failure as they
age, well as computer systems that are proprietary and based closed-loop software systems.
Most importantly, these manufacturers are not technology or software companies. Finally, these
all-in-one fareboxes cost between $18,000-$20,000 per bus.
With the joining of Account Based Ticketing (ABT) with mobile app technology, the hardware
needed to accommodate fare payments using a mobile app (or Smart Card) is simpler and less
costly. Also, the fare pricing options have grown allowing for more options for passengers that
also allow for improvements in rider incentives and fare equity.
Figure 1: Legacy and Modern Fare Collection Hardware

Fare Policy and Technology Goals
• Ensure fare revenue exceeds 25% of total estimated operating expenses.
• Improve the simplicity and convenience of fare payment.
• Improve equity in the passenger’s cost of using transit.
• Reduce use of cash.
• Speed up the passenger boarding process.
• Reduce risk of conflicts.
• Grow ridership.
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Proposed Approach
Up until recently, staff assumed that an upgraded fare collection system would continue to be
organized around continuation of a “Period Pass” based fare structure. As described above,
Metro currently offers period passes in the form of 10 Ride Tickets and Monthly Passes. Metro’s
current paper based/visual validation period pass system does provide uses with discounts for
frequent use. For example, the cost of the 10 Ride Ticket is equals 9 rides at full fare, so the user
is getting one ride for free. The monthly pass is a great value for riders who ride more than 30
times per month.
The new fare collection system would offer easier ways to access these passes through Smart
Cards and/or a Mobile App. Period Passes provide users with discounts, but the user must have
the money to cover the up-front cost. The fundamental weakness of the Period Pass system is
that lower income riders may be unable to access the discounts because they cannot afford the
upfront cost.
Staff believe that our fare technology, policy and payment strategy should be based on the
emerging concept of “Fare Capping.” This recommendation is conditional based on the results
of a pending fare revenue impact assessment. With Fare Capping there is a risk of short-term
revenue loss and this information will help determine whether this approach can be sustainably
advanced at this time.
What is Fare Capping?
Fare Capping is a pricing model in which passengers never pay more than certain dollar amounts
on daily, weekly or monthly bases. Fare capping generally requires passengers to have an account
into which they’ve transferred funds and then draw down using either a Smart Card or Mobile
App. Although individuals can load cash onto a Smart Card at a retail outlet without having to set
up an account online. Passengers’ accounts are debited the base fare (e.g., $2.00) each time they
board a bus. After established dollar thresholds are met, every subsequent trip is free. Adopting
Fare Capping means eliminating all period passes and tickets.
For example, if the Daily Cap is $6.00, then once a passenger takes 3 trips and spends $6.00 in a
day, each trip thereafter is free. Higher thresholds are set for weekly and/or monthly caps. In
general, the caps are similar in value and purpose to existing period passes in that they provide
free or discounted transit use based on higher use.
While technically possible to maintain period passes along with Fare Capping using Smart Card
and Mobile App platforms, the system complexity increases for both users and Metro, and cost
increases without corresponding utility. Likewise, it would be possible to maintain paper-based
period passes, but this would be counter-productive to incentivizing seamless payments and by
extension reducing driver engagement, fare conflicts and dwell times.
Benefits of Fare Capping
• Improves Equity - the period pass based system is always been problematic from an equity
perspective. Accessing the discounts inherent in the day pass, 10 Ride Ticket or Monthly Pass
requires the resources to invest larger dollar amounts up front. Because this can be a hardship
4

for many transit passengers, they end up paying cash most of the time. For example, a
passenger who rides 5 days per week, 2 times per day for the entire year, and who can
purchase a monthly pass, will spend $540 for the year. The passenger who uses cash
exclusively and rides the same amount will end up paying $780.
•

Improves Simplicity – fare pricing, policies and period passes tend to be confusing and are a
barrier to attracting discretionary riders. Fare Capping provides a simple pricing scheme at
daily, weekly and monthly levels. The improvement in simplicity should have a long-term
upside for increasing ridership and fare revenue.

•

Cost/Use Optimization – while period passes offer discounts and incentivize ridership, they
also require passengers to estimate transit sue for a week or month. Fare Capping allows
passengers to pay as they go and optimize cost and use.

Potential Drawbacks
•

Revenue Risk – the flip side of allowing passengers to optimize their cost and use is the risk
to fare revenue historically generated by monthly passes. If Monthly Pass holders are actually
using transit less than the breakeven point, then the agency will lose revenue as these users
optimize their use under Fare Capping. Likewise, cash paying riders who historically overpay
for transit service because they cannot afford the up-front cost of a period pass will end up
paying less. Metro is in the process of analyzing the potential revenue risk related to these
two trends under Fare Capping.

•

New Technology – Only a handful of North American transit agencies have deployed Fare
Capping, including Tri-Met (Portland, OR), DART (Dallas, TX) and Toronto Canada. MTA in New
York City is planning to deploy in next few years. Internationally, London, Dublin and
numerous systems in Sydney and New Zealand have implemented Fare Capping. With only
recent deployments, there is not substantial information available on how it’s performing.
However, the US think-tank and transit advocacy organization, Transit Center, strongly
recommends that transit agencies move to adopt fare capping.
http://transitcenter.org/2018/08/17/fare-capping-formula-fairer-fares/

Overview of Passenger Survey Data
In cooperation with Metro’s consultant (Four-Nines Technologies), staff developed and is in the
process of administering an online and in-person survey. The purpose of the survey is to measure
current fare media use, interest and willingness to use smart phone or smart card options, smart
phone adoption and demographics. Fully analyzed survey data will not be available until the
Ridership Committee meets in mid-February.
Overview of Fare Payment Technology/Policy Options
Please review Attachment A for Metro’s consultant summary of options, issues, costs and
benefits related to different fare payment/technology deployment models.
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Proposed Fare Pricing, Payment Approach and Phasing
Staff are proposing a 2-step approach that would implement the fare increase and new fare
payment technology in Phase 1 followed by a transition to Fare Capping in Phase 2. The purpose
of the phasing is primarily to allow time for real-world testing of the vendor’s Fare Capping
programming using data from the mobile fare payment app use. A secondary reason is to allow
Metro’s passengers to ease into the world of mobile fare payment and Account Based Ticketing.
Phase 1: Raise Fares-Introduce Mobile App for Individuals-Introduce Smart Cards for Institutions.
•

Raise the 1 Ride fare from $1.50 to $2.00 with corresponding increases in all existing
paper/visual based tickets and period passes with the exception of the Day Pass which would
be increased at a smaller rate because the current pass is overpriced.

•

For individuals, a mobile fare payment app would be introduced which would allow users to
buy a 90-minute pass for $1.75, instead of a single trip. This eliminates the need for transfers.
This lower fare compared to cash would be promotional until Phase 2.

•

Smart Cards would be introduced for institutional pass programs only at this stage (e.g., USM,
Portland Pubic Schools, Maine Medical Center).

Phase 2: Introduce Fare Capping-Extend Smart Cards to Individuals and Introduce Smart Card
based Business/Social Service Programs.
•

No change to cash fares established in Phase 1.

•

Eliminate all paper/visual based fare media including physical transfers.

•

Raise Mobile App 90-minute pass from $1.75 to $2.00 and make available using Smart Cards
which are available to individuals at participating stores and can be loaded using cash at
register.

•

Introduce daily and monthly Fare Capping at $6.00 and $60.00 respectively under both Smart
Card and Mobile platforms. Passenger eligible for Reduced Fare will have caps of $3.00 and
$30.00, but will be subject to visual validation by bus operator.

•

Smart Cards would be introduced for smaller business and social service agencies using
possibly using an Insurance Pricing model.
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Table 3 – Phased Approach to Deploying Smart Fare Payment, Fare Capping and Price Increase

Major Issues:
• Scope of Fare Increase – with a proposed nominal fare increase of 33% at all price points and
the elimination of paper transfers, public concern will be justifiably significant. However, the
increase is warranted due to the lack of any fare changes since 2011 along with the significant
improvements in the transit system which have been mainly taxpayer funded. More
importantly, the fare increase is mitigated by introducing the 90-minute pass, fare capping at
daily and monthly thresholds, fare capping for reduced fare eligible passengers, and the
overall convenience and simplicity of the smart payment platforms. With fare capping and a
wide retail network, the equity of Metro’s fare pricing is completely right-sized.
•

Revenue Estimates and Risk – Understand potential scope of fare revenue loss related to fare
capping and expansion of reduced fare category. This needs to be evaluated in connection
with the impact of the fare increase and the potential for ridership growth under the new
payment system.
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•

Ongoing System Costs – Understand the extent of fare payment technology vendor and 3rd
party fees as well as costs for internal or outsourced management and distribution of smart
cards.

•

Strong Retail Network Critical – Approach depends on a widespread retail network in which
a large number of stores (e.g., Hannafords, Shaws, Walgeens, CVS, etc.) carry, sell and can
add cash value to Metro Smart Cards.

•

Approach to Working with Social Service Agencies – Need to consult with and develop
appropriate fare payment model for Maine’s Department of Health and Human Services’
transportation broker LogistiCare and social service agencies.

•

Approach to Working with Businesses – Smart cards and mobile fare payment open a number
of options for significantly growing the number of organizations that purchase transit benefits
for employees.

•

Communications – Advancing this approach will require a major and sustained
communications effort.

•

Cash Collection Approach – Need to determine appropriate method for continuing to accept
cash. The current GFI fareboxes are beyond their useful life, create service disruptions and
are costly to maintain. Options include: 1) replacing the existing GFI fare boxes with a similar
farebox which can accept cash and provide basic reporting ($8,000 per farebox), or 2)
replacing the existing fareboxes with an even simpler cash box which would provide no
counting or reporting capabilities ($1,500 per farebox). Staff is strongly considering option 2
on the assessment that over time cash will have an increasingly smaller role in the fare
payment system.

•

Mobile Wallets and Open Loop Payments. Information from Metro’s Fare Technology
Consultant (Four-Nines Technologies) excerpted below:
There are two different technologies at play here. The first is the mobile wallets
(Apple Pay, Google Pay, Samsung Pay...). Modern mobile ticketing systems all accept
these mobile wallets for payment. We expect to specify that they can be used for
payment in both the mobile application and any consumer web site that the vendor
creates.
The second technology is open loop payments. When used in the fare collection
discussion this means using bank issued cards (credit, debit, pre-paid debit) for
contactless payments directly on the vehicle, without having to purchase anything or
have an account. Almost any system that will accept open loop payments will accept
mobile wallets (Apple Pay, Google Pay, etc). Very few agencies accept open loop
payments. Transport for London being the best-known example. In the United States
only Portland, OR (TriMet) and Chicago (CTA) have released a fully implemented
project. We see three primary issues with accepting open loop payments:
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•

The infrastructure must all be Payment Card Industry/Digital Security
Standard (PCI-DSS) capable, which is an expensive standard to comply with
for everything from the validators to the mobile routers to the back office
systems. It is reasonable to expect open loop payments to add $75-100k to
the initial system cost.

•

All credit card processors that accept open loop payments in the US charge
$0.25 per transaction on top of the standard discount rate. This can drive the
cost of processing a $1.50 single ride fare to $0.40.

•

In the places where open loop payments have been rolled out, the uptake has
been very small, less than 1% of riders use it at TriMet or CTA. While some of
this is due to a scarcity of contactless open loop cards, and that should abate
over the next few years, undoubtedly some is from simple lack of demand.

FISCAL IMPACT
With consultant assistance, Metro staff has worked to estimate the net revenue impacts
associated with 3 fare increase/technology scenarios. All 3 revenue estimates net out the
impact of annual vendor fees. Under the fare capping scenario, we have worked to model the
effects of multiple complex variables, but given the limited utility of existing fare collection
data, many assumptions need to be made. The ranges provided indicate our best possible
estimates for how passenger behavior might change given major changes in the fare pricing and
payments systems. Ridership loss at different levels, due to the fare increase, has been factored
into all scenarios. However, under the fare capping scenario, there is the potential for longerterm ridership increases due to the improvements in simplicity, equity, affordability and
payment convenience, but no ridership growth is included in the fare capping revenue estimate
at this point. So, although the Fare Capping scenario shows modest overall fare revenue growth
among the 3 scenarios, it is the strongest option to foster longer-term ridership growth.
RECOMMENDATION
This is item is for information and discussion. Because fare revenue impact estimates are not yet
complete, an additional meeting of the Finance Committee may be needed before the Board is
asked for preliminary approval at its February 28, 2019 meeting. This preliminary approval is
necessary to commence the public input process in March. Final approval of fare changes will be
required in April.
CONTACT
Greg Jordan
General Manager
207-517-3025
gjordan@gpmetro.org
ATTACHMENTS
Attachment A – Fare Collection Strategy Alternatives Analysis 2/1/19 (Four-Nines Technologies).
Attachment B - Fare Payment Presentation Partners 022819 (Four-Nine Technologies)
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Item 8 - Attachment A

Consulting Services & Project
Management for Automated Fare
Collection System
Alternatives Analysis
February 1, 2019

Agenda
● Paper Pass Issues
● Other Issues

● Alternatives
● Recommendations
● Rough Cost Comparison
● Fare Policy Discussion
● Decisions
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Paper Pass Issues
With Paper Passes
○

○

○

Rolling paper passes are clunky
(punch card or scratch off) and
should be avoided
Rolling versus calendar becomes
more complicated (e.g., if 30-Day
on mobile is rolling but 30-Day on
paper is calendar-based) and can
cause confusion
Easier to maintain access because
existing fare media and sales
channels are still available

Without Paper Passes
How to handle retail availability of
passes:
○

Use retail point of sale devices
(expensive and not ideal)

○

Sell limited use pre loaded

○

Users add cash, convert to passes
online or call customer service

○

Pure capping (best)

Without paper or smart card/limited use
passes, potential access issue for
riders without smartphone or way to
load cash to mobile account

Need to balance fare policy simplicity, ease of use & enforceability,
fare payment system complexity, timeline, and cost
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Other Issues
● Scalability to regional partners and the potential issues around that
● Timeline implications and challenges meeting August launch date;
potential need for phasing implementation

● Fare capping w/ strong retail network versus limited retail network
looks very different from cost, technology, and equity perspective
● Impact on cost: procurement, implementation, O&M
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Alternatives
A. Simple and Quick
○
○
○

Smart Cards for institutional and business accounts only
Mobile for individuals
Continue paper passes in retail

B. Public Smart Card
○

Option A plus:
● Smart Cards available for all passes, including institutional, business, and individual

C. All Electronic
○

Option B plus:
● All passes have to be on smart cards or mobile
● Retail only for adding cash

D. Merged Mobile and Smart Card
○

Option C plus:
● One account across Mobile and Smart Card
● Purse is also available on smart card

E. Capping
○

Option D plus:
● No individual passes, only capping
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Alternatives Compared
A - Simple and
Quick

B - Public
Smart Card

C - All
Electronic

D - Merged
Mobile &
Smart Card

E - Capping

Institutional
Passes

Smart Card
Only

Smart Card
Only

Smart Card
Only

Smart Card
Only

Smart Card
Only

Individual
Passes

Paper Passes
or Mobile

Paper, Mobile,
or Smart Card

Mobile or
Smart Card

Mobile or
Smart Card

Fare Capping

Individual
Fares

Cash or
Mobile

Cash or
Mobile

Cash or
Mobile

Cash, Mobile,
or Smart Card

Cash, Mobile,
or Smart Card

Retail

Paper Passes,
TenRides

Paper Passes,
TenRides

Add Cash only

Add Cash only

Add Cash only

Cash

Paper

Mobile

Smart Card
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Alternative Complexity
User Experience

Operations

Retail Network

System Design

Infrastructure

Website

A - Simple & Quick

B - Public Smart Card

C - All Electronic

D - Merged Mobile &
Smart Card

E - Capping
*Option E, any additional agencies would not be able to have passes (capping only)

simple/cheap

complex/expensive
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Recommendations
● We do not recommend option B
○ A+B both include continuation of retail paper passes
○ B does not add much utility but adds more complexity

● We do not recommend options C or D
○ The retail experience isn’t good for riders who convert cash to passes
○ They also don’t add a great deal of utility for a lot of cost and complexity

● We do recommend:
○ Option A if you don’t elect to institute capping, or
○ Option E if you do elect to institute capping
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Rough Cost Comparison
Non Recurring
Engineering

Equipment Costs
$45k - $70k

ASimple
& Quick

$25k - $50k
for institutional import
and web interface

Validator (44 buses)
+
DDU
+
Garage WiFi

$150k - $250k
including:

ECapping

○ institutional import
and web interface
○ individual web
interface

○ fare capping
○ near real time
validator updates

$45k - $70k
Validator (44 buses)
+
DDU
+
Garage WiFi

Operations &
Maintenance

Transactional

Fare Revenue

Maintenance fees to
vendor ~15% of
equipment annually
+
Negligible internal costs
for front line maintenance
+
Customer Service time

~10% of
Fares
collected

No Change

~10% of
Fares
collected

~20% loss of
monthly pass
revenue
(heavily
dependent on
ridership
distribution and
breakeven)

Maintenance fees to
vendor ~15% of
equipment annually
+
Negligible internal costs
for front line maintenance
+
Customer Service time
+
Card inventory handling
costs
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Fare Policy - Alternatives A & E
Smart Card

i
Institutional
Passes

A

ii

Institutional
Passes
E

Fare Capping
Stored Value +
Calendar Cap

Mobile

Paper
(retail)

Tickets +
1-Day +
7-Day +
30-Day
Calendar

1-Day +
TenRide +
30-Day
Calendar

Tickets +
1-Day +
7-Day +
30-Day
Rolling

1-Day +
TenRide +
30-Day
Calendar

Fare Capping
Tickets +
Calendar Cap

Not available

does not support

Simplicity Equity

neutral/supports

Operator Reduce Maximize
System
Interaction
Cash
Revenue Complexity

strongly supports
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Decisions
Capping? - will determine approach A or E
Rolling vs. calendar passes?
➢ Recommendation: calendar

Base Fare: one-way fare or 1- or 2-hour pass?
➢ Recommendation: 1- or 2-hour pass

Transfer restrictions increase complexity for electronic
enforcement; transition to 1- or 2-hour pass simplifies business
rules

WiFi in garage for system updates?
➢ Recommendation: yes

Real time connection - needed for approach E
11
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Item 8 - Attachment B

Automated Fare Payment Technology
and Fare Pricing

Current Fare Pricing
FARE PRODUCT

FULL FARE

REDUCED FARE

STUDENT FARE

CHILDREN < 5

One Trip (Cash)
Single Trip
Ticket
Day Pass

$1.50

$0.75

$1.00

Free (up to 2 children)

$1.50

$0.75

x

x

$5.00

x

x

x

10 Ride Ticket

$13.50

$6.75

x

x

Monthly Pass

$45.00

x

x

x

Current Pricing/Policy Issues
• Cash and paper based system
• Fare Media Availability – Metro Pulse, Hannafords/Shaws, some city facilities.
• Transfers – Complex policy, subject to abuse, source of conflict with bus operators.
• Reduced Fare – Available on single ride and 10 Ride tickets only.
• Day Pass – Overpriced.
• Fare Reciprocity – transfers honored with South Portland and Shuttlebus-Zoom; some fare media
cross honored with South Portland.
• Last fare increase was in 2010-11.
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Peer Review
•
•
•
•
•
•
•
•
•

Green Mountain Transit – Burlington, VT.
Manchester Transit Authority (MTA) – Manchester, NH.
Portsmouth Transit – Portsmouth, NH.
Massachusetts Bay Transportation Authority (MBTA) – Boston, MA.
Worcester Regional Transit Authority (WRTA) – Worcester, MA.
Merrimack Valley Transit Authority (MVTA) – Haverhill-Lawrence, MA.
Pioneer Valley Transit Authority (PVTA) – Springfield, MA.
Greater Bridgeport Transit – Bridgeport, CT.
Rhode Island Public Transit Authority (RIPTA) – Providence, RI.
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Peer Review

Conclusions:
• $1.50 single ride cash fare is below average; several systems have gone to $2.00
• Transfers: most systems continue to offer transfers for cash payers, but technology is allowing
smart card/mobile users to receive a 1-2 hour pass with each boarding.
• Day Pass Multiple: value of day pass equals 3-4 cash boardings.
• Reduced Fare – All systems, except ours, offer a reduced fare monthly pass.
• Monthly Pass Multiple – peer breakeven point for monthly pass equals 33 boardings. Metro’s
current multiple is 30; 2018 data indicates average actual use is 35-40.
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Fare Policy Goals
•
•
•
•
•
•

Ensure fare revenue exceeds 25% of total operating expenses.
Improve the simplicity and convenience of fare payment.
Improve equity and affordability in passenger’s cost of using transit.
Speed up the passenger boarding process.
Reduce conflicts between passengers and bus operators.
Grow ridership and revenue.
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Survey Findings
• Metro staff conducted online and field intercept surveys over 2
week period in late January and early February.
• Over 500 responses - not statistically valid, but generally
representative of ridership.
• Major Findings:
• 89% of respondents have smart phone.
• 86% of respondents have access to banking.
• 5% of respondents have neither smart phone nor banking.
• 69% favorable to using smart phone/cards to pay fares (15% neutral/blank
and 16% unfavorable.
• Data on transit use by fare media type helped forecast fare revenue.
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Survey Findings
Favorability to using smart phone or smart card to pay fares by income level:
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Survey Findings
Favorability to using smart phone or smart card to pay fares by race:
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Survey Findings
Favorability to using smart phone or smart card to pay fares by age:
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Alternative Complexity
User Experience

Operations

Retail Network

System Design

Infrastructure

Website

A - Simple & Quick

B - Public Smart Card

C - All Electronic

D - Merged Mobile &
Smart Card

E - Capping
*Option E, any additional agencies would not be able to have passes (capping only)

simple/cheap

complex/expensive
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Option A – Mobile App and Smart Cards for Institutions
Fare Policy
•
•
•
•
•
•
•

Raise fares from $1.50 to $1.75-$2.00 with associated pass increases.
Retain paper based period passes
Introduce reduced fare monthly pass.
Introduce mobile app that allows purchases of all period passes.
Roll out smart cards for institutional programs only.
6-7% ridership loss due to fare increase.
11-17% increase in fare revenue.

This is a low cost and efficient option to introduce passengers to mobile
ticketing while maintaining existing period passes, but adoption would be
slow and there are no equity improvements.
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Option A – Mobile App and Smart Cards for Institutions
Technology
• Vendor to supply mobile app for fare payment.
• Install solid state validators to accept smart cards/smart phones.
• Replace current fareboxes with similar model to accept cash.

Costs
•
•
•
•

Vendor design/engineering - $25,000-$50,000
Equipment cost/bus: $1,500-2,000
Vendor fees 6-10% per transaction (<25% adoption on smart phone use).
Ongoing operating cost: Up to 15% of equipment cost following warranty.
This is a low cost and low risk option to introduce passengers to mobile ticketing while
maintaining existing period passes, but adoption would be slow and there are no equity
improvements.
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What is Fare Capping?
• Passengers using smart cards/smart phones never pay over certain dollar
amounts on daily, weekly or monthly intervals.
• Example: if daily cap is $6.00, then once a passenger takes 3 trips and spends $6.00 in a
day, each trip thereafter is free.

• Accounts can be linked to bank accounts, credit cards, pre-paid debit cards
or e-wallets (e.g. Apple Pay).
• For unbanked, cash can be loaded onto smart cards at retail outlets
• Committing to fare capping requires a strong POS network.
https://vimeo.com/254685338
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Fare Capping Benefits
• Improves equity in the cost of using transit – allows all riders equal access to
discounts based on transit use, not dollars invested.
Example:
• Today, a low income cash rider who rides 2 x times a day, 5 days a week, all year would pay
$780. The higher income rider who can afford to make the up front monthly investment of $45
ends up paying $520.
• Under fare capping with a $2.00 base fare, the both riders would pay the same $720.

• Optimizes cost with use – a pay as you go system means riders never overpay or
underpay.
• Simplifies the fare structure – non-riders often cite the complexity of fare
structures as a barrier to using transit.

• Should improve ridership – combination of improvements in equity, technology,
convenience and simplification should build ridership/revenue.
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Fare Capping Downsides/Risks?
• Possible revenue loss – Flip side of equity and optimization of cost/usage is
some revenue loss – Metro has modelled up to 5% loss on tickets/passes and up
to 10% on cash users.
• Communications challenge – though simpler, a shift to fare capping is a major
change to a fare pricing model in place nationally for decades.
• Risks of new technology and financial backend – software and financial
management systems are relatively new:
• Only a handful of US transit agencies have or are moving in this direction (Tri-Met (Portland,
OR) Toronto, Canada; DART (Dallas TX) and MTA in New York is moving in this direction.
• Many European transit agencies have already adopted.

• Regional cooperation – ideally fare capping should be adopted simultaneously
by bus transit agencies.
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Option B – Fare Capping w/ Mobile App and Smart Cards
Fare Policy
• Base fare set at $2.00 with reduced fare set at $1.00.
• Eliminate all paper/visual validation based period passes.
• Eliminate transfers for cash fares.

• Roll out smart cards for institutional programs and business programs.
• Fare capping for smart card/smart phone individual users:
• $2.00 fare buys a 1-2 hour pass (no need for transfers, no restrictions).
• Daily cap set at $6.00 – every ride after hitting cap is free.
• Monthly cap set at $60.00 – every ride after hitting cap is free.
• Possible weekly cap – TBD (tech may be too complex and costly).
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Option B – Fare Capping w/ Mobile App and Smart Cards
Technology and Business Model
• Vendor to supply mobile app for fare payment.
• Install solid state validators to accept smart cards/smart phones.
• Replace current fareboxes with similar model to accept cash.
• Smart cards for institutions and businesses:
• Institutions: Smart cards supported by business terms similar to present
• Business Program: Smart cards deployed using either arrears billing or insurance model.

• Smart cards for Individuals:
• Individuals can create accounts and link to bank/credit accounts or pre-paid debit cards.
• Unbanked can load cash at retail outlet.
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Option B – Fare Capping w/ Mobile App and Smart Cards
Impacts
• Fare capping revenue impact (-2 to 5% for tickets/passes; up to -10% for cash).
• 5% ridership loss due to fare increase.
• 12% increase in fare revenue due to fare increase.
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Option B – Fare Capping w/ Mobile App and Smart Cards
Costs
• Vendor Design/Engineering - $150,000-$250,000.
• Equipment Cost/bus: $1,500-2,000.
• Vendor fees 6-10% per transaction (<50% adoption on smart card/phone use).
• Ongoing operating cost: Up to 15% of equipment cost following warranty.
• Distribution cost: cost of card stock and internal/outsourced card distribution.
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Status Quo Fare
Revenue Range
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Option B – Fare Capping w/ Mobile App and Smart Cards
Proposed Funding Approach:
• Metro has $600k grant funded project for fare collection replacement.
• Willing to share federal funding if agencies can provide local match.
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Process and Implementation
• Regional Discussions: Feb-Apr
• Public Input Process: Mar-Apr
• Procurement and Vendor Selection: May-Jun

• Phase 1 Implementation (Fare Increase with Mobile App rollout):
Aug-Sep
• Phase 2 Implementation (Fare Capping): Early 2020
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Rough Cost Comparison
Non Recurring
Engineering

A - Simple
& Quick

$25k - $50k
for institutional import
and web interface

Equipment Costs

Operations & Maintenance

Transactional

Fare Revenue

$45k - $70k

Maintenance fees to vendor
~15% of equipment
annually
+
Negligible internal costs for
front line maintenance
+
Customer Service time

~10% of Fares
collected

No Change

~10% of Fares
collected

~20% loss of
monthly pass
revenue
(heavily
dependent on
ridership
distribution and
breakeven)

Validator (44 buses)
+
DDU
+
Garage WiFi

$150k - $250k
including:

ECapping

○ institutional import
and web interface
○ individual web
interface
○ fare capping
○ near real time
validator updates

$45k - $70k
Validator (44 buses)
+
DDU
+
Garage WiFi

Maintenance fees to vendor
~15% of equipment
annually
+
Negligible internal costs for
front line maintenance
+
Customer Service time
+
Card inventory handling
costs
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Fare Policy - Alternatives A & E
Smart Card

i
Institutional
Passes

A

ii

Institutional
Passes
E

Fare Capping
Stored Value +
Calendar Cap

Mobile

Paper
(retail)

Tickets +
1-Day +
7-Day +
30-Day
Calendar

1-Day +
TenRide +
30-Day Calendar

Tickets +
1-Day +
7-Day +
30-Day Rolling

1-Day +
TenRide +
30-Day Calendar

Fare Capping
Tickets +
Calendar Cap

Not available

does not support

Simplicity

neutral/supports

Equity

Operator
Interaction

Reduce
Cash

Maximize
Revenue

System
Complexity

strongly supports

24

