PACTS Policy Board
October 28, 2021
11:00 am–1:00 pm
Meeting Agenda

Webinar link: us02web.zoom.us/j/89048380446
Phone: (312) 626-6799—Webinar ID: 890 4838 0446
Participating by phone? Use *9 to raise your hand and *6 to unmute.
At the direction of the GPCOG Executive Committee, PACTS and GPCOG are holding all committee meetings via
Zoom conferencing technology due to the continuing pandemic. We remain committed to full public participation
in our meetings through remote access during the COVID-19 crisis. Remote meetings are conducted in
accordance with the requirements of LD 32, 2021 Public Law 290 and 1 MRSA Chapter 13, Subchapter 1.

1.

Welcome

This meeting is being recorded and will be made available at gpcog.org/AgendaCenter.
2.

Public Comment

5 minutes

Members of the public are welcome to provide up to three minutes of public comment on items not on
this agenda. For items on this agenda, additional opportunity for public comment will be provided after
the item's staff report.
3.

Approval of the August 24 Meeting Minutes

5 minutes

4.

Chair's Report

5 minutes

5.

Regional Transportation Advisory Committee (RTAC) Report

5 minutes

6.

Staff Report

5 minutes

7.

Amendments to the 2021–2024 Transportation Improvement Program

5 minutes

Discussion and vote to approve amendments to the 21–24 TIP.
8.

Approval of the 2022–2023 Unified Planning Work Program (UPWP)

Discussion and a vote to approve the 2022–2023 UPWP.
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Transit Funding: FYCOP Adjustments and ARPA Call for Projects

10 minutes

Discussion and a vote to adjust the Five-Year Capital and Operating Plan to address capital funding
shortfalls, and a report on remaining federal transit relief funds.
10.

Approval of Funding for RTMS Upgrades

15 minutes

Discussion and a vote to approve funding for upgrade to the PACTS' RTMS server.
11.

Complex Project Analysis and Funding Transfers

20 minutes

Discussion and a vote to approve funding transfers to address project funding shortfalls.
12.

Establishment of a Complex Projects Task Force

15 minutes

Discussion and a vote to establish a Complex Projects Task Force to evaluate procedures related to
prioritizing and funding complex projects.
13.

Approval of Connect 2045 Vision and Goals

15 minutes

Discussion and a vote to adopt the vision and goals for Connect 2045, the region's next long-range
transportation plan.
14.

Other Business

15.

Adjourn

If you require accommodations to review materials or participate in this meeting (such as captioning or
interpreting—at no cost to you), please contact:
Vincent Edwards
(260) 804-3173
info@gpcog.org
Notification 72 hours prior to the meeting will help us to make reasonable arrangements to ensure accessibility to
this meeting.
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Approval of August 24 Meeting Minutes

Contact

Andrew Clark, staff

Recommended action

Approve the August 24 Policy Board meeting minutes.

Attachment

3-A—2021-08-24 PACTS Policy Board Meeting Minutes

The previous meeting of the Policy Board was held on August 24. Minutes from the meeting are
included as Attachment 3-A for review, discussion, and approval.
Recommended action: Approve the August 24 Policy Board meeting minutes.
Members of the public are welcome to provide up to three minutes of public comment on this item.
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PACTS Policy Board
August 24, 2021
9:00–11:00 am
Meeting Minutes
Non-municipal Members

Municipal Members
MaineDOT

Jennifer Langland

✓

✓

Maine Turnpike Auth.

Erin Courtney

✓

Matt Sturgis, Chair

✓

Active Transp. Specialist

Kara Wooldrik

✓

Cumberland

Bill Shane

✓

Environmental Specialist

Allen Armstrong

✓

Falmouth

Hope Cahan, Vice Chair

✓

Transp. Equity Specialist Andrew Blunt

Freeport

Jake Daniele

Gorham

Ephrem Paraschak

North Yarmouth

Brian Sites

Old Orchard Beach

Diana Asanza

Portland

Chris Branch

Portland

Arundel

VACANT

Biddeford

Jim Bennett

Cape Elizabeth

Transp. Equity Specialist Yura Yasui

✓

RTAC

Tom Milligan

✓

BSOOB Transit

Chad Heid

✓

✓

Casco Bay Lines

Hank Berg

✓

✓

METRO

Greg Jordan

✓

Andrew Zarro

NNEPRA

Patricia Quinn

✓

Raymond

Nathan White

Reg. Transp. Program

Jack DeBerardinis

Saco

Patrick Fox

So. Portland Bus Serv.

Donna Tippett

✓

Scarborough

Jay Chace

York Co. Comm. Action

Robert Currie

✓

South Portland

Kate Lewis

Standish

Michael Delcourt

Westbrook

Eric Dudley

SMPDC

Stephanie Carver

Windham

Barry Tibbetts

Federal Highway Admin.

Carlos Peña

Yarmouth

Rob Waeldner

Federal Transit Admin.

Leah Sirmin

1.

✓

✓
✓

Non-voting Members

✓

✓

Welcome

Matt Sturgis opened the meeting and welcomed the attendees.
6.

Limited Emergency Declaration

With no objection, this item was taken out of order to allow the meeting to be conducted remotely.
Allen Armstrong moved to adopt the order declaring a limited emergency as presented; Hope Cahan
seconded. Matt noted the GPCOG Executive Committee had adopted the order immediately prior to the
Policy Board meeting, with the following changes, and suggested they be incorporated into PACTS'
order:
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•

…WHEREAS, a majority of the new infections in the United States and the State of Maine
involve the Delta variant, a highly contagious SARS-CoV-2 virus strain, which was first identified
in India in December 2020…

•

…NOW, THEREFORE, BE IT ORDERED AND DECLARED by the GPCOG Executive
Committee that a limited emergency continues to exist within the City of Portland greater
Portland region…

Allen and Hope agreed. Jen Langland abstained, all others were in favor; the motion carried.
2.

Public Comment

No public comment was received.
3.

Acceptance of the July 22 Policy Board Meeting Minutes

Hope moved to accept the July 22 meeting minutes as written; Tom Milligan seconded. All were in
favor.
4.

Chair's Report

Matt said he was looking forward to the upcoming year's work, including the items under consideration
today.
5.

Staff Report

Chris Chop, GPCOG staff, noted two items on the agenda that are continued conversations from the
last Policy Board meeting: allocating emergency transit funding and allocating funding to complex
projects. The board had requested additional analysis with regard to allocating funding to complex
projects, which has highlighted past decisions and opportunities to improve policies and procedures.
7.

Allocating CARES Act Phase V–VI and ARPA Funds

Transit funding in the PACTS region currently comes from three sources:
•

Regular annual apportionments of Federal Transit Administration (FTA) Section 5307 and
Section 5337 funding, totaling approximately $20 million annually

•

The 2020 Coronavirus Aid, Relief, and Economic Security (CARES) Act, approximately
$53 million

•

The 2021 American Rescue Plan Act (ARPA), approximately $8.1 million

Page 2 of 8

5

PACTS Policy Board Meeting Minutes

August 24, 2021

Through 2025, those sources will provide approximately $161 million, $29 million of which is currently
unallocated. There are additional considerations that may affect this outlook, including whether the
Casco Bay Lines' Down Bay ferry replacement is selected for federal earmark funding, agencies'
success in securing discretionary grant funding, and the final provisions of a federal infrastructure bill.
Table 1 shows how PACTS has been allocating the CARES funding according to four priorities:
Table 1
CARES Allocations by Priority
Priority

Total by Priority

1. Maintaining regional transit service

Percent by Priority

$33,501,689

88%

2. Pandemic relief and recovery

$1,568,556

4%

3. Transit system innovation

$2,326,500

6%

$553,485

1%

4. Municipal budget assistance

Staff have been working with the agencies to track the recovery of vehicle revenue-miles, vehicle
revenue-hours, and ridership against a three-year baseline. While service regionally is currently back to
approximately 90 percent of pre-pandemic levels, ridership lags behind at approximately 50 percent.
This pattern has been seen across the country, and many experts believe transit service will need to
evolve to meet changing demands. Many agencies around the country have seen strong recoveries
due to intentional investments, some of which have also been undertaken in the greater Portland region
(for example, enhanced cleaning and sanitation, and a marketing campaign to encourage riders to
return).
The Transportation Funding Framework establishes a process by which PACTS funding is allocated,
including roadway, multimodal, and transit funding. Emergency needs (i.e., CARES funds identified
under Priorities 1 and 2) may be funded first; remaining funding flows through the framework. Staff
proposed 1) the agencies identify Priority 1 and 2 needs through December 2022 (Phase V–VI) for
approval in October, and 2) the board launch a call for projects to be funded with the remaining CARES
and ARPA funds, to be scored, reviewed, and approved by the Policy Board by March 2022.
Greg Jordan generally agreed with the proposed methodology, but recommended extending the
timeframe for identifying Priority 1 and 2 needs through December 2023 in anticipation of continued
fare revenue pressure. He also suggested continued use of CARES funds for smaller Priority 3 projects
that agencies could advance quickly in 2022. He supported using the framework to allocated the
region's ARPA funds.
Hope moved to direct staff to work with the transit agencies to identify Priority 1, 2, and 3 needs for the
remaining CARES funding through 2023, and to use the framework to allocate the ARPA funds;

Page 3 of 8
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CARES funds remaining after Priority 1, 2, and 3 needs have been identified will be allocated via the
framework. Allen seconded.
Kristina Egan, GPCOG staff, asked whether Priority 3 projects would go through the call for projects.
Greg felt allowing Priority 3 projects to be funded through the existing CARES process might allow for
greater flexibility for the agencies.
Kate Lewis asked whether there might be any tradeoff in extending the funding deadline, versus
making investments sooner to encourage ridership recovery. Greg agreed with the importance of
making those investments, but felt innovation projects identified through the framework might have a
longer timeframe for implementation, and that fare revenue pressure would still exist in the meantime.
Patricia Quinn agreed with Greg's suggestions. She noted the ongoing dynamic nature of the
pandemic. She was supportive of both short-term and long-term investments. Donna Tippett also
agreed with the flexibility of identifying smaller Priority 3 projects with the CARES funds. Hank Berg
also agreed, adding that Casco Bay Lines is ineligible to use FTA Section 5307 funds for operating
expenses, but may use CARES funds for that purpose. He noted that the revenues associated with
tours and charters have not recovered.
On the motion, all were in favor.
8.

Allocating FHWA Funds for Complex Projects

PACTS has $2,472,965, equal to 60 percent of the federal funds from its 2024 MPO Allocation, in
federal funds (plus a 25 percent local match) to allocate to complex projects. Since 2016, MaineDOT
has required that PACTS program complex projects in two phases: preliminary design work first, then
construction after the preliminary design report (PDR) is completed.
After input from the Policy Board in July, input from MaineDOT, review of the financial analysis and
forecasting prepared for this meeting, and in an attempt to remain ambitious and have a diverse
portfolio of large and small projects, staff revised the recommendation presented in July and
recommends one of three options as shown in Table 2. These options are detailed in Attachment 8-M
of the meeting packet.
There was no public comment on this item.

Page 4 of 8
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Table 2
Complex Project Funding Options
Funded for:

Option A

Option B

Option C

Preliminary
design report
(PDR)

1.
2.
3.
4.

Portland Libbytown
Yarmouth Beth Condon Path
Yarmouth Main Street
Gorham Signals

1.
2.
3.
4.

Saco Isl. Multimodal Bridge
Yarmouth Beth Condon Path
Yarmouth Main Street
Gorham Signals

1.
2.
3.

Yarmouth Beth Condon Path
Yarmouth Main Street
Gorham Signals

Construction

•
•
•

South Portl. Multi-Use Path
Westbrook William Clarke Dr
Windham Route 302
Sidewalk (partial funding)

•
•
•

South Portl. Multi-Use Path
Westbrook William Clarke Dr
Windham Route 302
Sidewalk (partial funding)

•
•
•

South Portl. Multi-Use Path
Westbrook William Clarke Dr
Windham Route 302
Sidewalk

Jim Bennett noted that for projects funded before MaineDOT’s PDR-first policy, construction funding
was allocated (and was therefore subject to the PACTS Project Cap Policy) before completing PDR.
However, projects funded under the PDR-first policy are not allocated construction funds until after
completing PDR and are therefore not subject to the Cap Policy on construction funding until after PDR
is completed. He also expressed concern that one of the scorers favored the Portland projects more
than the other three scorers. He suggested advancing projects ready for construction (South Portland,
Westbrook, Windham) and a couple of less expensive PDRs (Beth Condon Path, Gorham Signals). He
also suggested phasing the Libbytown project to limit PACTS’ construction commitment and leaving
significant funding in the Holding WIN for unsuccessful PDRs so they would not necessarily need to
reapply. He also suggested taking time to fix policy issues and then allowing projects that do not
receive PDR funding the opportunity to refine and come back.
Jen Langland said MaineDOT’s recommendation is to concentrate on the $17 million construction
backlog and the projects that have already been funded for PDR. She noted there are risks with funding
new PDRs and having the projects not come to fruition for 7-10 years, including a reduced ability to be
nimble and address shifting priorities and increasing costs. MaineDOT recommends funding just 1-2
new projects for PDR. Jen also introduced Dale Doughty, MaineDOT’s new Director of Public Outreach
and Planning.
Matt Sturgis asked if MaineDOT’s recommendation is Option C rather than Option A or B and Jen
replied affirmatively.
Kristina asked how close existing PDR-funded projects are to being ready to receive an allocation of
construction funding. Chris Branch noted that MaineDOT is doing the PDR for Brighton Avenue, but
said he thought they would be ready to go to bid next year with certain aspects of the project, assuming
they do not run into right-of-way (ROW) issues. He noted Portland will also seek other funding. Tom
Milligan said MaineDOT is also doing the PDR for the Biddeford-Elm, Spruce, and Pearl Streets project
and has started sending ROW solicitation letters, though Tom does not anticipate any ROW issues. He
anticipates the project being ready to go out to bid next year.

Page 5 of 8
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Hope Cahan expressed concern about the recurring theme of projects costing significantly more than
originally anticipated. She said she would be interested in staff presenting an analysis of regular
transportation needs to be programmed and available funding from MaineDOT. She would like to have
a better handle on historical and expected funding amounts and existing obligations to determine if
PACTS needs to reevaluate how to distribute funding.
Matt noted he agrees with the conservative approach. He also supports instructing staff to have
conversations with MaineDOT, particularly regarding funding for large-scale projects.
Chris Branch said he was open to phasing Libbytown construction, but that PDR would be necessary to
determine how to phase the project most effectively. He moved to select Option A, emphasizing that he
is seeking PDR funding and is open to phased construction for Libbytown; Rob Waeldner seconded.
Bill noted the Board has directed staff many times to have several projects ready in case of additional
federal funding. He preferred advancing as many projects as possible and does not want to discourage
staff from recommending PDRs.
Rob agreed with Bill about being ready for additional funding, but also recognized the concerns about
tying up funds into the future. He supported Option A.
Jen clarified that after an earlier discussion with MaineDOT, City of Portland, and GPCOG staff,
MaineDOT determined that Libbytown needed additional scoping before PDR. She said MaineDOT still
supports Option C.
Kate Lewis asked for clarification as to whether Libbytown construction would be phased or removed.
Chris Branch said he proposed to phase it or reduce the amount.
Kate supported reexamining how scoring is done, especially if one scorer appeared to be swaying
things significantly. Chris Chop noted that no applicants were on the scoring committee.
Allen Armstrong suggested the group agree to a Libbytown construction obligation maximum.
Chris Branch suggested a construction amount of $3 million. He commented that there was a push
from the PACTS Executive Committee to have shovel-ready projects in case of additional funding, but
the current method of allocation is that a project that gets funded for PDR will also get funded for
construction.
Jim Bennett said he would support the motion, although did not support funding the Yarmouth Main
Street project because it scored at number six. Regarding the Saco-Biddeford Multimodal Bridge, he
said he didn’t believe Saco and Biddeford would support the most expensive option, which staff
included in the recommendation as a conservative estimate. He suggested moving PDR funds to the
Holding WIN to allow the bridge project to rethink and return for funding.

Page 6 of 8
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Chris Branch pointed out that Portland is not expecting the $13 million Brighton Avenue project to be
fully funded through PACTS, adding that Portland has had discussions with MaineDOT about other
funding sources. Kristina noted that the Brighton Avenue project currently accounts for a significant
portion of PACTS' future funding allocations.
Bill Shane asked MaineDOT why they prefer Option C over Option A, noting that Libbytown
construction was the big difference. Jen replied that Option C progressed more of the projects for
construction over PDRs. Bill said the only construction difference was the amount for the Windham
project. Dale said MaineDOT’s original recommendation was none of the options. It was to advance
most of the construction and select a few less expensive PDRs to keep the conveyor belt going.
MaineDOT’s preference is not to advance Libbytown to PDR, but rather to do additional scoping and let
that inform a decision about PDR in the future.
Jim Bennett said that if the motion fails, he would move to advance Option C with the following
changes:
•
•
•
•
•

Remove Yarmouth Main Street
Allocate $1 million to Windham
Allocate $500,000 to South Portland
Allocate $400,000 to Westbrook
Have funding left to allocate at a later time.

Jim said this would give the opportunity for the large projects to come back with phasing proposals and
then seek PDR funding.
Matt Sturgis, returning to the motion on the table, asked Chris Branch if he would accept as a friendly
amendment to limit the future construction commitment for Libbytown to $3 million, which would change
the total future construction estimate to $5,565,200.
Chris Branch agreed. He added, however, that the City of Portland accepts but does not agree with
MaineDOT’s request for additional scoping for Libbytown. He said that during the meeting with City of
Portland, MaineDOT, and GPCOG staff in July, it seemed that some thought the recommendation was
to eliminate exit ramps on I-295, which is not the case.
The group discussed the legal weight of the motion, and whether PACTS would be responsible for
additional funding should Libbytown project costs exceed the $3 million cap. Kristina said no, but that
the Policy Board would have the option to increase funding in the future. She pointed out that it is
PACTS' policy to fully fund construction after funding PDR, not a federal requirement. The federal
requirement is for the project sponsor to complete the project in a timely fashion or pay back the federal
funds.

Page 7 of 8
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Several Board members expressed support for a variation of Option C that would keep Libbytown and
perhaps the Saco-Biddeford Multimodal Bridge in priority positions for future funding allocations,
possibly even reserving funding in the Holding WIN for one or both projects.
Kate said she understood the concerns about Libbytown and the concerns about funding a lowerranking project ahead of a higher-ranking project. With regard to Jim Bennett’s proposal, she said she
could not support taking funding away from South Portland and Westbrook.
Diana Asanza expressed support for Jim’s earlier recommendation.
On the motion, Jim Bennett, Ephrem Paraschak, Diana Asanza, Patrick Fox, and Tom Milligan were
opposed; Jen Langland, Chad Heid, and Robert Currie abstained; all others were in favor. The motion
carried.
9.

Other Business

Bob Currie announced that he will be taking a new position as Director of Operations at York County
Community Action Corporation. Matt and staff thanked Bob for his service on the board.
10.

Adjourn

With no objection, the meeting was adjourned.

Page 8 of 8
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Staff Report—2022 PACTS Board and Committee Calendar

Contact

Andrew Clark, staff

Recommended action

This item is for information only.

This meeting is the final meeting of the Policy Board in 2021. PACTS' remaining 2021 and upcoming
2022 Board and Committee calendar is included below.
2021
November

RTAC—Nov. 9

Canceled

December

RTAC—Dec. 7

Executive Board—Dec. 14
2022

January

RTAC—Jan. 4

Policy Board—Jan. 27

February

RTAC—Feb. 1

Executive Board—Feb. 22

March

RTAC—March 1

Executive Board—March 22

April

RTAC—April 5

Policy Board—April 28

May

RTAC—May 3

Executive Board—May 24

June

RTAC—June 7

Executive Board—June 28

July

RTAC—July 5

Policy Board—July 28

August

RTAC—Aug. 2

Executive Board—Aug. 23

September

RTAC—Sept. 6

Executive Board—Sept. 27

October

RTAC—Oct. 4

Policy Board—Oct. 27

November

RTAC—Nov.1

Executive Board—Nov. 15

December

RTAC—Dec. 6

Policy Board—Dec. 15

A full list of upcoming GPCOG and PACTS meetings is available at gpcog.org/Calendar.
Recommended action: This item is for information only.
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Amendments to the 2021–2024 Transportation Improvement Program

Contact

Chris Chop, staff

Recommended actions

•

Approve the 21-24 TIP Amendment to add $351,920 to the railroad crossing
project in Old Orchard Beach (WIN 25903.00).

•

Approve the 21-24 TIP Amendment to add a PACTS-sponsored project to
construct a shared-use path in Yarmouth, beginning at I-295's Exit 17 and
extending 0.57 miles to the Cousins River Bridge.

All federally funded projects must be in the State Transportation Improvement Program (STIP) and the
MPO’s Transportation Improvement Program (TIP) in order to receive federal funding. These projects
are located in the PACTS area and are funded with Federal Highway Administration (FHWA) and
Federal Transit Administration (FTA) funds. PACTS must update the TIP when there is a change to any
project such as funding or a request to add a project to the TIP. Those changes must also be reflected
in the MaineDOT STIP. MaineDOT must receive endorsement from the Policy Board or Executive
Board when any federally funded project has a major scope change or cost increase or when
MaineDOT wishes to add a project to the STIP. All TIP amendments must be posted to the GPCOG
website for a 10-day comment period.
MaineDOT is seeking TIP amendments for the following:
•

Amend the current 2021-2024 TIP to add a MaineDOT-sponsored project (WIN 25903.00) for
signal improvements at a railroad crossing 0.03 miles north of Route 9 in Old Orchard Beach.
The project funding is $351,920, comprised entirely of MaineDOT administered funds. The
public comment period was October 4–14. No comments were received.

•

Amend the current 2021-2024 TIP to add a PACTS-sponsored project, approved by the PACTS
Policy Board on August 24, to construct a shared-use path in Yarmouth beginning at I-295's
Exit 17 and extending 0.57 miles to the Cousins River Bridge. The project funding would total
$69,000, comprised of 75 percent PACTS funds and 25 percent local match. The public
comment period was October 12–22. No comments were received as of October 21.

Recommended actions:
•

Approve the 21-24 TIP Amendment to add $351,920 to the railroad crossing project in Old
Orchard Beach (WIN 25903.00).

•

Approve the 21-24 TIP Amendment to add a PACTS-sponsored project to construct a
shared-use path in Yarmouth, beginning at I-295's Exit 17 and extending 0.57 miles to the
Cousins River Bridge.

Members of the public are welcome to provide up to three minutes of public comment on this item.
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Approval of the 2022–2023 Unified Planning Work Program (UPWP)

Contact

Chris Chop, staff

Recommended action

Adopt the 2022–2023 UPWP as presented, subject to any additional input from
MaineDOT regarding local match contributions to the FTA-sponsored funding.

Attachments

Att-8-A. Draft 2022 – 2023 UPWP.

Introduction
In compliance with federal regulation (23 CFR Part 450.308), metropolitan planning organizations
(MPOs) are required to create a Unified Planning Work Program (UPWP) that documents the
metropolitan transportation planning activities to be performed. The transportation planning tasks
identified in the UPWP are funded through a combination of federal, state, and local sources. Federal
sources are provided by the Federal Highway Administration (FHWA) and the Federal Transit
Administration (FTA).
Staff are seeking the Policy Board’s adoption for the calendar year 2022–2023 UPWP. The draft UPWP
can be viewed in Attachment 8-A or at: www.gpcog.org/DocumentCenter/View/2068/PACTS-20222023-Unified-Planning-Work-Program-PDF. Table 8-1 shows estimated funding for the
2022–2023 UPWP, segmented by funding source.
Table 8-1
Estimated 2022–2023 UPWP Funding
Federal
FHWA-sponsored
FTA-sponsored
Total

State
(MaineDOT)

Local
(Municipal)

Total

$1,661,322

$311,498

$103,833a

$2,076,653

$562,616

$0

$140,654b

$703,270

$2,223,938

$311,498

$244,487

$2,779,923

a

Reflects approximately 5% of the total FHWA-sponsored funding. MaineDOT provides the remaining
15% local match.
b

Reflects 20% of the total FTA-sponsored funding.

PACTS and the other three MPOs in the state have requested that MaineDOT contribute 15 percent on
the total FTA-sponsored funding. If approved, the municipal match will be reduced to $35,164.Staff are
awaiting further information from MaineDOT on this matter.
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The following timeline shows the development of the 2022–2023 UPWP, including the various
opportunities for public and stakeholder input1:
•

June 2021—The Executive Board reviewed draft UPWP priorities. Following review and input
from the Executive Board, staff developed a more detailed plan and budget for specific tasks
and elements for review by the Policy Board.

•

July 2021—The Policy Board approved the draft UPWP tasks, elements, and budgets.

•

September 2021—The Regional Transportation Advisory Committee (RTAC) provided input on
the UPWP tasks, elements, and budgets.

•

September 2021—The draft UPWP was posted on the GPCOG website for a 30-day public
comment period (September 17–October 17). Staff did not receive any comments, other than
positive feedback from MaineDOT.

•

October 28, 2021: Policy Board to consider adoption of the 2022–2023 UPWP.

Staff Report—Municipal Match
On October 18, the Executive Board approved a new match methodology to distribute the majority of
the FHWA local (municipal) match requirement across the region’s municipalities based on four evenly
weighted data-driven metrics: population, employment, total collector and arterial lane miles, and
vehicles miles traveled (VMT). Additionally, the approved methodology requires municipalities to
contribute a nominal 5 percent local match for specific UPWP-funded planning projects in their
jurisdictions, which will reduce the formulaic match requirement (highlighted above) for those
municipalities who do not have municipal-sponsored projects. In the case of the 2022–2023 UPWP,
there is $75,000 total available, to require $3,750 in local match, for these municipal-sponsored
projects.
The Executive Board will meet again in December 2021 to finalize the FTA local match methodology,
pending additional information from the MaineDOT about state match contributions (discussed above).
At that time, GPCOG staff will share anticipated FTA and FHWA match requirements with Policy Board
members and municipal managers in the PACTS region so municipalities can appropriately budget for
the local match.
Recommended action: Adopt the 2022–2023 UPWP as presented, subject to any additional input
from MaineDOT regarding local match contributions to the FTA-sponsored funding.
Members of the public are welcome to provide up to three minutes of public comment on this item.

1

All PACTS board and committee meetings are open to the public. The UPWP was also provided to MaineDOT,
FHWA, and FTA) for review.
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The Metropolitan Planning Organization for the Portland Urbanized Area
970 Baxter Boulevard, Suite 201 • Portland, Maine 04103
Telephone: (207) 774-9891 • www.gpcog.org
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Introduction
The Portland Area Comprehensive Transportation System (PACTS) is the state’s largest Metropolitan
Planning Organization (MPO), encompassing 18 communities with an urbanized area population of
over 200,000. Pursuant to federal statute, PACTS was established in 1964 as a collaborative effort of
municipal, regional, state and federal representatives responding to the transportation-related goals
and objectives of the Greater Portland region and its citizens. PACTS’ core functions center on
allocating Federal and State transportation funding, planning for the future, and implementing
transportation plans through projects, programs, and policies. These collective actions, among other
things, help analyze travel patterns in the area, forecast future needs, and develop plans for
improvements necessary to maintain a transportation system that will provide for the safe and efficient
movement of goods and people in the Greater Portland region. Public engagement and input are
foundational to the work at PACTS and the Greater Portland Council of Governments (GPCOG).

The PACTS area includes 18 member communities with 7 public transportation providers and engages
and serves public and private transportation organizations, and the region’s residents. The member
communities are Arundel, Biddeford, Cape Elizabeth, Cumberland, Falmouth, Freeport, Gorham, North
Yarmouth, Old Orchard Beach, Portland, Raymond, Saco, Scarborough, South Portland, Standish,
Westbrook, Windham and Yarmouth (Figure 1).
The public transportation providers include:
•
•
•
•
•
•
•

Biddeford Saco Old Orchard Beach Transit
Casco Bay Island Transit District
Greater Portland Transit District (METRO)
Northern New England Passenger Rail Authority
Regional Transportation Program
City of South Portland Bus Service
York County Community Action Corporation

The PACTS “Planning Area” is the entire 18-municipality region (Figure 1). This geographical area
determines eligible locations for transportation planning studies, projects, and programs through the
Unified Planning Work Program (UPWP).
1
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Figure 1: PACTS Planning Area and Capital Management Area
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The PACTS Capital Management Area (also shown in Figure 1) is the Federally designated urbanized
area, a regional subset of the “Planning Area.” This geographic area determines eligible locations for
transportation capital investments (e.g. design, engineering, and construction projects). Appendix A
includes additional maps, including: population and employment density; the regional transit network;
transit-reliant populations; and regional transit demand score, which considers multiple demographic
characteristics that influence transit ridership, such as population and job density, the size of youth and
senior populations, the percentage of the population living below poverty level, the percentage of
minority populations, and the percentage of households with limited vehicle access.
PACTS is governed by the Policy Board (formerly referred to as the “Policy Committee”), which is
composed of municipal officials from member communities, transit agency representatives, designated
community representatives, and officials from state and federal transportation agencies. The PACTS
Policy Board has responsibility for planning and prioritizing transportation improvement projects funded
in part by the U.S. Department of Transportation (USDOT). The USDOT funds are provided through the
Federal Highway Administration (FHWA) and the Federal Transit Administration (FTA).
In 2018, PACTS and the Greater Portland Council of Governments (GPCOG)—a regional planning
agency and economic development district—voted to combine their staffs to better serve the region.
The agreement was approved by the governing boards of both organizations. On February 11, 2020,
PACTS and GPCOG fully merged. As an entity within GPCOG, PACTS continues to act as the
region’s MPO and administer federal highway and transit funds.
Table 1 shows the anticipated two-year funding level for the 2022-2023 UPWP.
Table 1: Anticipated UPWP Funds by Source
Source
Federal

Amount
$2,197,746

State

$311,498

Municipal (local match)

$237,938 *

Total

$2,747,182

*Estimate based on 2022–2023 municipal study needs.
Note: MaineDOT has informed PACTS that it will allow the state’s MPOs to carryover
unutilized funds from current 2020–2021 UPWP to the 2022–2023 UPWP (with a
maximum carryover of 15%).

PACTS Reforms and Priorities
The 2022–2023 UPWP reflects the PACTS Reforms and Priorities (summarized below), as well as
recommendations from recent plans, studies, and programs, such as Transit Tomorrow and the
multimodal Funding Framework. In June 2021, GPCOG staff reviewed draft UPWP priorities with the
PACTS Executive Board (formerly the “Executive Committee”). Following review and input from the
Executive Board, staff developed a more detailed plan and budget for tasks and elements for the
PACTS Policy Board’s review and approval. Finally, in September 2021, staff gathered input on the
draft UPWP with the PACTS Regional Transportation Advisory Committee (RTAC).
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PACTS Reforms
The 2018 integration of PACTS and GPCOG staff provided an opportunity to identify ways to improve
PACTS’ performance and set new priorities that would enhance regional leadership. In 2018 and 2019,
the PACTS Policy Committee and the PACTS Executive Committee identified opportunities for
improving PACTS operations, priority setting, and leadership. In addition to the themes that emerged
from this process, the committees considered two previous organizational reviews completed by The
Resource Systems Group and Federal Highway Administration to compile the following reforms:
Operate with Excellence
1. Strengthen Relationships: Developing and maintaining strong relationships with state and
federal partners is critical for PACTS to succeed. A strong relationship requires PACTS to have
an understanding of state and federal requirements, to meet deadlines, and to communicate
with consistency and clarity.
2. Allocate Funds with Consistency: PACTS is responsible for consistently allocating funds to
its members for both capital and planning projects. Fair allocation of funds across all modes in
can be accomplished by reconvening the Transportation Improvement Program (TIP) Process
and Procedures Committee and with the development of a TIP application guide.
3. Manage Projects Actively: Actively managing projects gives PACTS the opportunity to ensure
important projects in our region are being delivered on time and on budget. A project
development guide will be useful to track the development and schedule of projects. The
Executive Committee will be engaged on PACTS projects with staff providing monthly project
status reports.
4. Reform Committees: PACTS committees need to have clearly defined roles and
responsibilities. The development of committee mission statements will reduce the overlap we
experience among some of the PACTS committees. Time and location changes to the Policy
Committee meetings will make it more convenient for elected officials to participate.
Lead the Region
1. Lead the Region: PACTS is a transportation leader in the region. As a leader, PACTS needs to
set clear priorities and communicate those priorities to members and to the public. There are
several communication outlets PACTS will use to disseminate information, including the new
PACTS website, the GPCOG Facebook page, and the GPCOG Twitter account, among others.
2. Plan for the Future: PACTS long-range plans need to be developed with a purpose and
anticipate changing trends across multiple areas. Strong long-range plans are frequently
assessed and adjusted based on the need and priorities of the region. PACTS will conduct a
self-assessment of Destination 2040, the region’s long-range transportation plan, and will stay
current on rapidly changing technologies and trends in transportation.
3. Set Regional Priorities: Setting regional priorities ensures that we are all rowing in the same
direction, gives PACTS’ members common goals to achieve, and creates a stronger
transportation network. To effectively set regional goals, PACTS needs to link funding to
priorities, educate members on regional projects, and generate a project list that identifies the
needs of the region.

4

21

4. Engage the Public: Broad public engagement will result in effective projects and plans. PACTS
needs to develop clear messages to communicate with the public on a variety of platforms.
PACTS needs to consistently update its public participation plans to engage the
underrepresented population.
PACTS Priorities
PACTS is responsible for improving the safety, mobility, productivity, environmental quality and energy
conservation for the region’s transportation facilities, systems, and services. To identify priority projects
and initiatives from this long list of responsibilities, PACTS gathered input from PACTS committee
members, member municipalities’ elected officials, and the public.
The initial step of the process was assessing the region’s current transportation infrastructure. The
PACTS Policy and Executive Committees began by ranking the priorities included in Destination 2040.
PACTS then gathered input from six public sub-regional meetings. The following are the ranked
PACTS priorities that were identified as a result of the process with the intent to focus in on three to five
top priorities to bring focus to PACTS’ work:
1. Upgrade traffic signals and intersections
2. Maintain collector and arterial roads
3. Maintain buses, trains, and ferries
4. Target investments to places where people live and work
5. Better connect public transportation services
6. Expand public transportation
7. Encourage housing in places people live and work
8. Attract younger workforce with investments
9. Expand sidewalks and bike lanes for commuters
10. Better get commuters on/off Portland peninsula
11. Expand mobility options for older people
12. Divert traffic from 295 to Turnpike
13. Prepare infrastructure for extreme weather
14. Encourage electric vehicles
15. Reduce driving alone
16. Divert freight off roads
17. Expand roadways with new lanes and highways
Once the priorities were ranked, public input was gathered through a public survey. Staff analyzed the
synergy between the information gathered through the PACTS governance ranking, the sub-regional
meetings ranking and the public opinion survey ranking. The PACTS Policy Committee approved the
below top priorities for PACTS to focus its work, while continuing to work on the other priorities
identified in Destination 2040. This following list includes the top priorities and the specific actions
PACTS is currently doing or will be doing as part of the 2022–2023 UPWP.
•
•
•
•
•

Maintain, improve connections and expand public transportation
Improve the region’s intersections
Maintain the region’s roads
Plan for growth and encourage infill
Expand sidewalks and bikeways for commute
5
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Foundational Elements
This Unified Planning Work Program (UPWP) is a biennial statement of work identifying the planning
priorities and activities to be carried out within the PACTS region. As required by federal law, MPOs are
required to develop UPWPs to govern work programs for the expenditure of FHWA and FTA planning
funds [23 CFR 450.308)(b)].
This section discusses the public input process for this UPWP and highlights guiding strategic
statements that emerged from public and member engagement processes. The PACTS Policy Board,
PACTS Executive Board, the Maine Department of Transportation (MaineDOT), and the region’s transit
systems collaborated in the development of this two-year planning work program and budget. FHWA,
FTA, state and local funds will support the majority of these tasks.
Public Input
Public input is integral to shaping PACTS planning and programming work. To help inform the
development of this UPWP, PACTS solicited input from municipal elected officials, administrative
leaders and their constituents regarding their local—and regional—transportation systems. In addition,
the identified PACTS priorities (above) inform this UPWP. As part of the PACTS priority-setting
process, PACTS engaged with member agencies, municipal officials, and the public. PACTS held six
public sub-regional meetings and conducted a successful public opinion survey.
Here is a timeline showing the development of the 2022 – 2023 UPWP, including the various
opportunities for public and stakeholder input. All PACTS Board meetings are public meetings.
•

•
•
•

•

June 2021: the PACTS Executive Board reviewed draft UPWP priorities. Following review and
input from the Executive Board, GPCOG staff developed a more detailed plan and budget for
specific tasks and elements for the PACTS Policy Board’s review.
July 2021: the Policy Board approved the draft UPWP tasks, elements, and budgets
September 2021: the PACTS Regional Transportation Advisory Committee (RTAC) provided
input on the draft UPWP tasks, elements, and budgets.
September 2021: the draft document was posted on the GPCOG website for a 30-day public
comment period (September 17 – October 17). PACTS did not receive any comments, other
than positive feedback from MaineDOT.
October 28, 2021: Policy Board to consider approval of the 2022 – 2023 UPWP.

*Note: all PACTS Executive and Policy Board meetings are public meetings. The UPWP was also
provided to MaineDOT and Federal partners (FHWA and FTA) for review.
Strategic Statements
PACTS strives to develop a safe and well-maintained multimodal transportation system that will
efficiently and cost-effectively transport both people and goods. To achieve this, PACTS will pursue the
following strategies, which are continuations of the strategies established for the 2020-2021 UPWP.
1. Set Regional Direction for the Whole Network
The Policy Committee will set the direction for funding in the MPO for the entire transportation system
(roads, bike/ped, transit, land-use), prioritizing and implementing recommendations from planning and
civic engagement efforts that align with PACTS goals.
6
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2. Focus on Customers
Addressing the needs of the region’s people is at the core of our investment decisions. This demands a
systems approach to building a transportation network. PACTS will prioritize investments of regional
significance, enhancing mobility across different modes, individual agencies and municipal borders.
3. Communicate with and Engage the Region’s Residents
Engaging the public in the PACTS decision making process strengthens projects and increases the
effectiveness of PACTS investments. PACTS will enhance its efforts to inform and engage a broad
range of stakeholders and the public on transportation issues and investments.

7
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4. Stay Current
Transportation is changing at a rapid rate. PACTS will stay current on autonomous and shared mobility
technologies, the electrification of transportation, mobility approaches, and demographic and climate
trends. By staying informed, PACTS will be more successful in ensuring our planning and investments
take into account future needs and opportunities.
5. Drive System Efficiency
To use taxpayer dollars wisely and efficiently, PACTS will aggressively pursue opportunities to enhance
efficiency and encourage collaboration across all modes, municipalities, and agencies.
6. Plan with a Purpose
PACTS’ Unified Planning Work Program activities will to be scoped to leverage discretionary funding.
7. Prepare for Growth
Transportation and land use planning needs to be done together, in both our near and long-range
planning. PACTS will prepare for future jobs and housing growth by using high quality data, modeling
and scenario planning to demonstrate the results of different land use and transportation decisions.
8. Expand Mobility for All
To better meet the diverse transportation needs of people with mobility challenges, PACTS will
integrate mobility management solutions into our public transportation and capital improvements
planning.

8
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Federal Planning Factors
The Fixing America’s Surface Transportation Act (FAST Act) requires that ten specific planning factors be considered by MPOs in the
development of their UPWPs. Table 2 illustrates the planning factors considered in each of the UPWP tasks.
Table 2: Alignment between Federal Planning Factors and 2022 – 2023 UPWP
Matrix of Planning Factors
Task 1
Coordination and
Administration

Task 2
Program and
Seek Funds

Task 3
Plan for the
Future

Task 4
Implement Plans
and Mobility
Improvements

1. Support economic vitality of the urbanized area

X

X

X

X

2. Increase safety of transportation system for
motorized users

X

X

X

X

3. Increase security of transportation

X

X

X

X

4. Increase accessibility and mobility options for
people and freight

X

X

X

X

5. Protect and enhance the environment, promote
energy conservation and improve quality of life

X

X

X

X

6. Enhance integration and connectivity of
transportation system, across modes, for
people and freight

X

X

X

X

7. Promote efficient system management and
operation

X

X

X

X

8. Emphasize preservation of existing
transportation system

X

X

X

X

9. Improve resiliency and reliability of the
transportation system and reduce or mitigate
stormwater impacts of surface transportation

X

X

X

X

10. Enhance travel and tourism

X

X

X

X

Federal Planning Factors

9
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Performance-Based Planning
The Moving Ahead for Progress in the 21st Century Act (MAP-21) and the FAST Act established twelve
performance management requirements to ensure that state Departments of Transportation and MPOs
choose the most efficient investments for federal transportation funds. In 2021, the PACTS Policy
Board voted to adopt performance measures in the following areas:
Roadway and Safety
MaineDOT established and reported their annual statewide safety targets as part of Maine’s 2021
Highway Safety Improvement Plan (HSIP) Annual Report. HSIP Safety Target categories are
established by the MPOs and the State DOTs.
Table 3 shows the MaineDOT’s 2021 target for each of the categories.
Table 3: MaineDOT 2021 Highway Safety Targets
MaineDOT Safety Targets
Number of Fatalities
Rate of Fatalities
Number of Serious Injuries
Rate of Serious Injuries
Number of Non- Motorized Fatalities and
Serious Injuries

2015 -2019
Baseline
156.0
1.04
721.0
4.82

2021
Target
158.0
1.12
725.0
5.02

86.6

89.0

As required by FHWA, PACTS has established targets in each of the five (5) safety measures. The
targets depicted below will individually support MaineDOT’s statewide HSIP Safety targets
proportionate to and representative of PACTS’s jurisdiction. The PACTS targets (Table 4) closely
resemble the 2021 MaineDOT suggested targets, with minor changes to ensure that targets do not
exceed the 2015-2019 average.
Table 4: PACTS Highway Safety Targets

PACTS 2021 Safety Performance
Targets

2015-2019
Benchmark
(5-year
avg.)

2021
MaineDOT
Suggested
Targets

Number of Fatalities

17.8

15.0

1/28/21 PACTS
Policy
Committee
Approved 2021
Targets
15.0

Number of Serious Injuries
Rate of Fatalities
Rate of Serious Injuries
Number of Non-Motorized Fatalities
and Serious Injuries

121.0
0.6
3.9

122.0
0.5
3.9

121.0
0.5
3.9

26.6

27.0

26.0
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Pavement and Bridges (Performance Measure 2)
The PACTS Executive Committee voted to adopt the MaineDOT’s performance measures and targets
for Pavement and Bridge Conditions. Table 5 illustrates Maine’s PM2 performance targets for
Pavement and Bridge conditions.
Table 5: Maine PM2 Targets for Pavement and Bridge Conditions
Maine PM2 Targets
Interstate Pavement
Good
Fair
Poor
Non-Interstate
Pavement
Good
Fair
Poor
NHS Bridges
Good
Fair
Poor

Existing Conditions
36.3%
62.5%
1.2%
Existing Conditions

2-year Target
38.0%
60.5%
1.5%
2-year Target

4-year Target
40.0%
58.5%
1.5%
4-year Target

SOGR
40.0%
57.0%
3.0%
SOGR

31.2%
63.3%
5.5%
Existing Conditions
30.0%
66.3%
3.8%

32.0%
63.0%
5.0%
2-year Target
32.0%
64.0%
4.0%

34.0%
61.0%
5.0%
4-year Target
34.0%
62.0%
4.0%

35.0%
55.0%
10.0%
SOGR
40.0%
53.0%
7.0%

Table 6 illustrates PACTS PM2 Targets for Pavement.
Table 6: PM2 Targets, Pavement
PACTS PM2 Targets
Interstate Pavement
Good
Fair
Poor
Non-Interstate Pavement
Good
Fair
Poor

Existing Conditions
67.0%
32.1%
0.9%
Existing Conditions
19.0%
72.5%
8.5%

2-year Target
38.0%
60.5%
1.5%
2-year Target
32.0%
63.0%
5.0%

4-year Target
40.0%
58.5%
1.5%
4-year Target
34.0%
61.0%
5.0%

Table 7 represents the performance measure targets for Maine NHS Bridges.
Table 7: Maine NHS Bridge Measures
Metric
SD Deck Area
Total Deck Area
% of SD Deck Area
% of Good Deck Area
% of Poor Deck Area

Datapoint
240,844
5,983,104
4.0%
36.2%
4.0%
11
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Table 8 represents the performance measure targets for PACTS NHS Bridges.
Table 8: PACTS Region NHS Bridge Measures
Metric
SD Deck Area
Total Deck Area
% of SD Deck Area
% of Good Deck Area
% of Poor Deck Area

Datapoint
28,571
836,336
3.4%
24.8%
3.4%

System Performance and Freight (Performance Measure 3)
Table 9 illustrates Maine’s PM3 performance targets for System Performance and Freight.
Table 9: Maine PM3 Performance on NHS
Performance Measure
Truck Travel Time Reliability Index (TTTR)
ATRC
BACTS
KACTS
PACTS
Statewide
% PMT Reliable on Interstate
ATRC
BACTS
KACTS
PACTS
Statewide
% PMT Reliable on Non-Interstate NHS
ATRC
BACTS
KACTS
PACTS
Statewide

Maine DOT Target
< 1.50
50th%TTT

2017 Data
1.22
1.26
1.47
1.30
1.23

>= 95%
100.0%
100.0%
100.0%
100.0%
100.0%
>= 90%
94.9%
92.0%
86.9%
77.6%
91.3%

It is PACTS’ understanding that by supporting Maine’s statewide targets, the PACTS area itself does
not meet those same targets, but rather contribute, through PACTS programs and projects, to the
state’s efforts to meet Maine’s targets.

Proposed Tasks and Priorities
This section of the UPWP defines the transportation planning activities that will be performed in 2022
and 2023. The section begins with a high-level summary of each task, including respective task
budgets. At the end of this section, Table 10 provides more information on specific projects and project
elements and associated schedules, timetables, anticipated budgets, and parties who are responsible
for executing the work.
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TASK NO. 1: Coordination and Administration
This task focuses on supporting PACTS’ three (3) standing committees – the Policy Board, Executive
Board, and newly formed Regional Transportation Advisory Committee (RTAC), as well as any PACTS
advisory groups and/or task forces, such as the Transit Task Force. This task also entails
communication and engagement with the region’s residents, a priority that emerged in the PACTS
reforms. While we will expect to utilize a range communication and engagement tools, a few highlights
include: continuing to engage traditionally underrepresented people in decision making, communicating
with media outlets, improving the GPCOG website as it pertains to our transportation work, and
conducting strategic stakeholder outreach. Staff will stay informed on rapidly changing trends and
technologies and regularly bring research and speakers into PACTS meetings and dialogues.
Finally, this task includes administrative elements, such as budgeting, and support services, such as
regional data collection, analysis, and visualization. As part of this effort, GPCOG expects to procure
several data collection tools, which will be determined in late 2021 or early 2022.
Task Budget: $1,037,000
TASK NO. 2: Program the Region’s Transportation Funding
This task supports PACTS’ annual programming of annual federal/state roadway and transit funds
across several investment programs. Historically, and before the pandemic, this funding has been
about $25M. While limited funding remains a significant challenge for the region, with needs greatly
outpacing annual funding, an important and challenging piece of work will be incremental
enhancements to the PACTS Funding Framework, approved by the PACTS Executive Committee in
April 2021 as a way to ensure funding is allocated to projects in a consistent, data-driven, and publicly
transparent process that is aligned with regional goals. Of note, in 2022, the region’s designated
recipients and PACTS will convene to develop and agree to a criteria-based process for allocating
public transportation operating funds, to be incorporated into the framework beginning in 2023.
Furthermore, the TIP Policies and Procedures will be updated to incorporate the framework and any
related policy changes. The Funding Framework and associated TIP Policies and Procedures, coupled
with the region’s ongoing long-range transportation plan (“Connect 2045”), will collectively guide the
development of future TIPs, including the selection of projects therein. This effort will be done in
consultation with the state, the public, and key stakeholders, such as public transportation providers.
PACTS will utilize funds in this task to support enhanced project scoping (EPS) for a select number of
projects so that those projects are positioned for subsequent preliminary design reports (PDR). Prior to
this effort, staff will meet with MaineDOT to develop clear guidance for municipalities so that members
understand the specific needs in EPS so that their respective projects efficiently move through PDR
and subsequent phases of project development.
In addition, PACTS will more closely monitor the delivery of capital projects to support on time and on
budget construction. This engagement initiative will involve continuous communication with MaineDOT
and member municipalities.
Finally, PACTS strives to bring additional transportation funds to the region, including discretionary
grants. This ongoing effort may involve technical consultants, as needed, and strong collaboration with
partners, such as MaineDOT.
Task Budget: $816,000
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TASK NO. 3: Plan for the Future
As part of its federal designation, PACTS is required to develop and periodically update a longrange transportation plan. In 2016, PACTS conducted a complete update of its long-range plan,
Destination 2040, which was reaffirmed by the PACTS Policy Board on March 30, 2021,
ensuring that the plan remains relevant and valid until December 2022 when the new plan
(“Connect 2045”) is expected to be approved. It is anticipated that this important long-range
planning effort will be funded through a carryover balance from the 2020-2021 UPWP.
This task will also fund efforts to advance the recommendations from Transit Tomorrow, the
region’s long-range public transportation plan, which was approved by the PACTS Policy
Committee in March 2021. The task includes targeted initiatives to make transit easier for the
public, create frequent transit connections, improve rapid transit in the region, and create transitfriendly places, including work to shape growth and development in the region. These efforts will
complement and/or supplement the ongoing regional transit work funded through the
Coronavirus Aid Relief and Economic Security Act (CARES).
Finally, as the region’s transportation planning organization, PACTS needs to collaborate with federal,
state and regional partners on a variety of transportation initiatives which align with the PACTS
priorities. PACTS will be a resource and partner with other agencies on planning efforts such as the
Gorham Connector, possible relocation of the Portland Transportation Center, large regional
developments (Rock Row and Scarborough Downs) and other projects in the region.
Task Budget: $484,100
TASK NO. 4: Implement Plans and Mobility Improvements
Maintaining and improving the region’s traffic signals and intersections was identified as a top
priority for PACTS. We will continue working with members and MaineDOT to advance regional
traffic signal management, ensuring there is a link between planning and programming as more
signals are integrated into a sustainable traffic management system.
Expanding infrastructure for bicyclists and pedestrians was also identified as a top priority for PACTS
members and of users in the region. Several member municipalities as well as the MaineDOT have
adopted complete streets policies, which call for inclusion of all users when developing transportation
projects. PACTS will finalize a regional complete streets policy, which began under the CY20-21
UPWP. In addition, PACTS will pilot a data-driven evaluation of the bicycle friendliness of the
transportation network to help efficiently identify barriers to bicycle mobility and accessibility.
Maine Clean Communities focuses on accelerating the adoption of low-carbon and cleaner fuels
for public fleets and consumers. PACTS will educate fleet operators and decision makers,
pursue opportunities for building clean fuel infrastructure, including electric vehicle charging
equipment, and implementing other technologies and strategies that reduce dependence on
petroleum in transportation. Particular focus will be given to PACTS municipal and transit fleets.
PACTS will also work to advance recommendations in the Maine Won’t Wait climate action plan
to reduce vehicle-miles travelled and improve the resiliency of the region’s infrastructure.
Task Budget: $410,000
***Table 10 provides more information on specific elements/projects and their associated
schedules, timetables, anticipated budgets, and parties who are responsible for executing the
work.***
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PACTS Tasks, Projects, and Budgets for 22-23 UPWP
Table 10: PACTS 2022-2023 UPWP
Tasks and Elements

Element Details

Responsible Parties

Anticipated Deliverables

Anticipated
Schedule

Proposed
Budget

Task 1: Coordination & Administration
1A. MPO Requirements & Best
Practices

•
•
•

Ensure MPO meets Federal/State requirements
Professional development
RFP development for general consulting services

• GPCOG

• RFP and associated
contracts for consulting
services

Ongoing

$80,000

1B. Budgeting and Management

•
•

Manage projects and budgets across the CY22-23 UPWP
Develop budgets for the CY24-25 UPWP

• GPCOG

• CY24-25 UPWP budgets

Ongoing

$20,000

1C. Policy & Executive Boards

•
•

Staff the PACTS Executive and Policy Boards
Develop strategic funding/policy recommendations

• GPCOG

• Meeting agendas and
associated attachments and
presentations

Ongoing

$225,000

1D. Regional Transportation
Advisory Committee (RTAC)

•

Staff the Regional Transportation Advisory Committee
(RTAC)

• GPCOG

• Meeting agendas and
associated attachments and
presentations

Ongoing

$105,000

1E. Regional Transit
Coordination

•
•

Coordinate with the Transit Task Force
Participate in CY22 Funding Framework discussions

• GPCOG
• Transit agencies
• MaineDOT

• Meeting agendas and
associated attachments and
presentations
• PACTS Funding Framework

Ongoing

$85,000

•

Provide data collection support for members using Miovision
traffic count technology, aerial drone footage, and
management of regional transit data (e.g. APC data)

• GPCOG

• Miovision reports

Ongoing

$35,000

•
•

Expand PACTS' GIS geodatabase
Develop interactive data dashboards (e.g. for system
performance)
Procure data collection tools

• GPCOG
• Vendor/software
support

• Streetlight reports (if
applicable)
• Data dashboards

Ongoing

$154,000

Communicate PACTS priorities to key stakeholders and the
general public
Engage the media, key stakeholders, and the public
Develop holistic public outreach strategies
Update PACTS' Public Involvement Plan
Support the GPCOG Annual Summits
Update the GPCOG website

• GPCOG

• Website, social media,
newsletter content
• Public Involvement Plan

Ongoing

$333,000

1F. Provide Data Services

1G. Mapping, Data
Analysis/Visualizations

•
•
1H. Communications and
Engagement

•
•
•
•
•

Subtotal for Task 1

$1,037,000

15

32

Tasks and Elements

Element Details

Responsible Parties

Anticipated Deliverables

Anticipated
Schedule

Proposed
Budget

Task 2: Program and Seek Funds
2A. Program FHWA "Complex
Projects"

•
•
•

Update and improve the project selection process
Coordinate with municipalities and MaineDOT
Evaluate the program

• GPCOG

• Project applications and
associated scores
• Project lists for MaineDOT

Ongoing

$145,000

2B. Program FHWA Collector
Paving

•
•
•
•

Manage project selection
Coordinate with municipalities and MaineDOT
Conduct regional pavement assessments
Evaluate the program

• GPCOG
• Vendor

• Collector road assessments
• Project lists for MaineDOT

Spring 2022,
Spring 2023

$158,000

2C. Program Municipal
Partnership Initiative Funds

•
•
•

Manage project selection
Coordinate with municipalities and MaineDOT
Evaluate the program

• GPCOG

• Project lists for MaineDOT

Spring 2022,
Spring 2023

$26,000

•
•
•

Manage the annual development of the FYCOP/SYCOP
Administer 5307, 5337, CARES Act, ARPA, and other funds
Coordinate with transit agencies and state and federal
partners
Evaluate the program

• GPCOG

• FYCOP/SYCOP
• Split Letters

Ongoing

$77,000

Fall 2022Spring 2023;
Fall 2023

$50,000

2D. Program FTA Capital,
Operating and Planning
Funds (Transit)

•
•
2E. Transportation Improvement
Program

2F. Advance Capital Projects

22-25 TIP
23-26 TIP
TIP Policies & Procedures
TIP amendments and
modifications

•
•

• GPCOG

•
•
•

Ensure projects are completed on time and on budget
Publish project updates on the GPCOG website
Coordinate with municipalities and MaineDOT

• GPCOG

• Staff reports for PACTS
Committees and Boards

Ongoing

$165,000

•

Support project scoping efforts to help ensure projects are
positioned for project development. Example projects include
feasibility studies, enhanced project scoping, traffic modeling,
data collection and analytics (e.g. using StreetLight data or
Miovision counters), active transportation studies,
environmental justice studies, geospatial mapping, and
transportation chapters of comprehensive plans.
Design/engineering/construction are not eligible activities.

• GPCOG
• Consultants

• Deliverables dependent on
needs

Ongoing

$75,000

• Grant applications
• Letters of support

Ongoing

$120,000

2G. Enhanced Project Scoping

•
2H. Seek New Funding for
PACTS Priorities [b]

•
•
•
•

Assemble TIP on an annual basis, including performance
metrics
Administer TIP amendments and modifications
Update TIP Policies and Procedures, as needed

•
•
•

Submit discretionary grant applications, working with technical
consultants as needed, and collaborating with MaineDOT on
Federal grant opportunities (e.g. RAISE), in particular
• GPCOG
Research innovative financial strategies
Lead regional efforts for any transportation earmarks
Support members with funding pursuits

Subtotal for Task 2

$816,000
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Tasks and Elements

Element Details

Responsible Parties

Anticipated Deliverables

Anticipated
Schedule

Proposed
Budget

To utilize
20-21 UPWP
carryover
funds

Task 3: Plan for the Future
•
3A. Long Range Transportation
and Land Use Plan [a]

3B. Transit Tomorrow: Make
Transit Easier

Complete Connect 2045, the Long-Range Transportation
Plan update, establishing vision, goals, strategies, and
projects for the region over the next 20+ years
Conduct the Congestion Management Process (Federal
requirement) and incorporate in Connect 2045

• GPCOG
• Consultant (travel
demand modeling)

• Connect 2045 plan,
including Congestion
Management Process

Ongoing,
anticipated
completion in
December
2022

Building on Transit Tomorrow, support establishment of a
mobility management program and advance user-focused
improvements to paratransit
Support the Community Transportation Leaders program

• GPCOG
• Community
Transportation Leaders

• Community Transportation
Leader action plans

Ongoing

•

Building on Transit Tomorrow, support the CARES-funded
Transit Together project

• GPCOG (consultant
funded through
CARES)

• Transit Together draft
findings and reports

Ongoing,
anticipated
completion in
late 2022

$32,000

•

Building on Transit Tomorrow, support the advancement of
rapid transit in the region
This budget will supplement any CARES-funded work

• GPCOG (consultant
funded through
CARES)

• Rapid Transit study draft
findings and reports

Ongoing,
anticipated
completion in
mid 2023

$50,600

•
•

Plan for growth and encourage infill development
Building on Transit Tomorrow and the success of prior TOD
plans, develop two transit-oriented development plans

• GPCOG
• Consultant

• TOD plans

2022-2023

•

Coordinate with partners on externally-funded regional
projects and initiatives (e.g. Gorham Connector, Portland
Transportation Center relocation, municipal/transit agency
board meetings, MaineDOT committee meetings)

• GPCOG

• TBD

Ongoing

•
•
•

3C. Transit Tomorrow: Create
Frequent Connections

3D. Transit Tomorrow: Improve
Rapid Transit
3E. Transit Tomorrow: Create
Transit Friendly Places
3F. Coordination on External
Projects

•

Subtotal for Task 3

$151,500

$170,000

$80,000
$484,100

Task 4: Implement Plans and Mobility Improvements
4A. Regional Traffic Management
System

•
•
•
•

4B. Complete Streets Regional
Policy

Coordinate with the RTMS working group
Develop strategies for coordinating and maintaining the
region's traffic signal network
Identify opportunities for transit signal priority

• GPCOG
• Consultant

• Consultant reports

Ongoing

Building on MaineDOT efforts, finalize the PACTS Complete
Streets Policy, requiring and/or encouraging a safe,
comfortable, integrated transportation network for all users,
regardless of age, ability, income, ethnicity, or mode of
transportation

• GPCOG

• Complete Streets Policy

Spring 2022

$125,000

$25,000
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Tasks and Elements

•
•
4C. Implement Active
Transportation Plan

•
4D. Maine Clean Communities

Anticipated Deliverables

Anticipated
Schedule

Conduct Phase 1 of a Level of Traffic Stress Analysis for
bicycle travel, focusing on Portland, South Portland, and
Westbrook (expand as budget allows)
Level of Traffic Stress, pioneered by researchers at
Northeastern University, is considered a national best practice
• GPCOG
for evaluating the bicycle friendliness of the transportation
• Consultant, as needed
network. The analysis will utilize MaineDOT, municipal,
GPCOG data, and field assessments and public input (as
needed) to evaluate the bicycle friendliness of the
transportation network, identifying significant gaps in the
network

• Level of traffic stress maps
and tables

Fall 2022Spring 2023

$130,000

Support the Maine Clean Communities program, expanding
the use of alternative vehicles and energy efficient vehicles
Building on Maine Won't Wait, develop strategies to reduce
emissions and vehicle miles traveled, and identify vulnerable
infrastructure and resiliency projects

• Maine Clean Communities
documentation

Ongoing

$130,000

Element Details

•

Responsible Parties

Subtotal for Task 4

• GPCOG

Proposed
Budget

$410,000

Total DRAFT UPWP Budget

$2,747,182
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Pandemic Relief
In early 2020, the PACTS region received approximately $53 million in CARES Act funding to support
the transit industry during the pandemic. PACTS has been allocating this funding in six-month phases,
and in support of the following four priorities:
1. Maintaining regional transit service in light of reduced ridership and passenger-based revenues
2. Pandemic recovery and resiliency to support implementation of COVID-19 operating best
practices and immediate efforts to rebuild ridership
3. Transit system innovation to spur long-term ridership recovery as the pandemic subsides
4. Municipal budget assistance to provide budgetary relief to municipalities that fund transit service
through local match
In Phases II,III, and IV, funding was allocated to several Priority III projects and studies to be managed
by GPCOG as an FTA subrecipient to Metro. And while the CARES funding is separate from the UPWP
funding, GPCOG staff felt it appropriate to highlight those projects (below) that are expected to extend
into 2022, particularly given their potentially transformative impact our region. Both studies will require
consultant assistance. CARES funding supports GPCOG project management and fully funds
consultant costs.
Project

Summary

Amount Allocated

Transit Together is a study to examine opportunities for increased strategic
partnerships, coordination, and integration within the region's transit system. The
project includes:
•
Transit Together

Rapid Transit Study

A regionwide network design, considering routing, scheduling, and other
service adjustment opportunities, to improve the rider experience and
bolster the viability of transit as a transportation option in the greater
Portland region

•

An analysis of the feasibility of microtransit.

•

An analysis of opportunities for increased efficiencies in the administrative
and organizational functions of the region's transit agencies.

•

A group facilitation exercise to address stakeholder issues and concerns,
and to establish shared agreement on implementable action items

The Gorham-Westbrook-Portland Rapid Transit Feasibility Study is a critical step
towards implementing a rapid transit system along the corridor and throughout
the region. A strong technical and environmental analysis, combined with robust
public engagement, will serve as the basis for evaluating rapid transit
alternatives and recommending a Locally Preferred Alternative (LPA). It is
anticipated that the LPA will be an implementable, “project-development-ready”
rapid transit system that will provide reliable transportation choices along the
corridor, attract new riders, retain existing riders, reduce traffic and emissions,
assist in long-term COVID-19 pandemic recovery, and encourage development
near transit. The study, and subsequent rapid transit system, will meet the
overarching goals set forth in the region’s long-range public transportation plan,
Transit Tomorrow.

$500,000
Phase II: $380,000
Phase III: $120,000

$825,000
Phase III: $25,000
(for scoping)
Phase IV: $800,000
(for technical study)
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Appendix A: Regional Maps
Figure 2: Population Density
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Figure 3: Employment Density
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Figure 4: Regional Transit Network
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Figure 5: Transit Demand Score and Transit Routes

Regional transit demand score considers multiple demographic characteristics that influence transit ridership,
such as population and job density, the size of youth and senior populations, the percentage of the population
living below poverty level, the percentage of minority populations, and the percentage of households with limited
vehicle access.
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Figure 6: People with Disabilities
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Figure 7: People over Age 65
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9.

October 28, 2021

Transit Funding: FYCOP Adjustments and ARPA Call for Projects

Contact

Andrew Clark, staff

Recommended action

Approve the FYCOP adjustments for Casco Bay Lines ($2 million) and SPBS
($500,000) and authorize staff to execute and submit a revised split letter to FTA.

Attachments

9-A—SPBS Bus Funding Memo, 2021-10-09

Funding Support for Casco Bay Lines and South Portland Bus Service
In July, Casco Bay Lines informed staff that bids for the Peaks Island replacement ferry came in 47
percent—equal to $7 million—over budget. Casco Bay Lines is identifying various funding sources to
make up shortfall and is requesting $2 million of PACTS' unallocated Section 5307 funding. Casco Bay
Lines will also rebid the vessel, although rebidding is only expected to marginally reduce the shortfall.
In addition, South Portland Bus Service (SPBS) has two 2011 buses that are reaching the end of useful
life. Both buses have recently broken down, forcing SPBS to utilize other services to pickup stranded
passengers. SPBS indicated that they need to place orders for replacement vehicles as soon as
possible to receive the buses in 2023. SPBS is requesting $500,000 of PACTS' unallocated Section
5307 funding to fully fund one bus and to partial fund a second. Additional documentation, provided by
South Portland, can be found in Attachment 9-A.
Staff reviewed the existing Five-Year Capital and Operating Plan (FYCOP) and concluded that there is
sufficient budget to cover these two requests. Casco Bay Lines has agreed to shift $500,000 in federal
funding ($588,235 incl. local match) from Federal Fiscal Year (FFY) 2022 to FFY 2023, which will be
allocated instead to SPBS. $1,500,000 and $1,000,000 will be added to the program in FFY 23 and
FFY 24, respectively. Table 9-1 shows the proposed federal funding adjustments to the FYCOP.
Table 9-1
Proposed Federal Funding Adjustments to the FYCOP
FFY22

FFY23

FFY24

($500,000)

$1,500,000

$1,000,000

-

$500,000

-

-

-

Current Regional 5307 Balance

$49,062

$1,712,446

$2,699,630

$5,642,972

Proposed Regional 5307 Balance

$49,062

$212,446

$199,630

$3,142,972

Casco Bay Lines
South Portland Bus Service

FFY25

Note: All dollar amounts reflect the federal portion of funding only.

The Transit Task Force agreed with the proposed adjustments at its September 22 meeting. MaineDOT
is not requiring TIP or STIP amendments at this time as we will reflect them as updates in the
2022–2025 TIP and STIP, to be approved in early 2022.
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Staff Report—Update on Remaining CARES and ARPA Funding
PACTS received approximately $53 million in CARES Act funding in early 2020, and has since been
allocating that money in six-month phases according to the following priorities:
1. Maintaining regional transit service in light of reduced ridership and passenger-based
revenues
2. Pandemic recovery and resiliency to support implementation of COVID-19 operating best
practices and immediate efforts to rebuild ridership
3. Transit system innovation to spur long-term ridership recovery as the pandemic subsides
4. Municipal budget assistance to provide budgetary relief to municipalities that fund transit
service through local match
Approximately $15 million remains unallocated. The region also received approximately $8.1 million in
ARPA funding, which has not yet been allocated.
At its August 24 meeting, the Policy Board approved a process for allocating these remaining federal
pandemic-relief funds:
•

For the remaining CARES funds, the Board voted to identify Priority 1, 2, and 3 needs through
December 2023. The Transit Task Force is working to identify those needs. However, the
current forecasting process has been complex and challenging, requiring significant time and
resources from agencies and staff. GPCOG has also heard from board members and the public
that the process is confusing and cumbersome. Informed by one-on-one conversations with
each agency, staff have since developed an alternative framework, intended to be more
consistent, streamlined, and transparent. This will also allow PACTS to more easily reconcile
financial projections against actual expenses as the CARES funding period concludes at the
end of 2023. On October 20, the Transit Task Force reviewed the new framework and is making
final adjustments before submitting final projections.

•

For the ARPA funds, the Board voted to develop a call for projects intended to generate
ridership recovery, serve as system enhancements and innovations, or fund needed capital
investments, to be evaluated and prioritized by the Transportation Funding Framework. The
Funding Framework is multimodal in nature and was designed to effectively score capital asset
projects and projects intended to increase transit ridership. In accordance with Policy Board
guidance, staff will launch the call for projects and begin soliciting project applications.

Recommended action: Approve the FYCOP adjustments for Casco Bay Lines ($2 million) and
SPBS ($500,000) and authorize staff to execute and submit a revised split letter to FTA.
Members of the public are welcome to provide up to three minutes of public comment on this item.
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Attachment 9-A

MEMORANDUM
To:

Chris Chop, Transportation Director, GPCOG

From:

Donna Tippett, Director South Portland Bus Service

Date:

October 19, 2021

Subject:

Funding for Replacement Buses

Background
All PACTS transit agencies have agreed to pursue federal discretionary funds for the
purchase of transit vehicles. The FTA Grants for Buses and Bus Facilities (B&BF)
discretionary grant “provides funding through a competitive allocation process to

states and transit agencies to replace, rehabilitate and purchase buses and
related equipment and to construct bus-related facilities. The competitive
allocation provides funding for major improvements to bus transit systems that
would not be achievable through formula allocations.” The table below
summarizes the notice of funding opportunity (NOFO) dates and awards for the
B&BF grants for the last several years. The table also includes the disparity
between available funding and unmet needs, which indicates the
competitiveness of this grant program.

Fiscal
Year

NOFA
Publish
Date

Date
Award
Announced

2017
2018
2019
2020
2021

7/18/2017
6/21/2018
5/15/2019
1/29/2020
9/20/2021

4/5/2018
9/25/2018
11/25/2019
8/8/2020
TBD

Months
Between
Previous
NOFA

Approximate
Total of
Applications
Received

Funding
Available

Approximate
Unmet
Needs

11
11
8
20

$2 Billion
$2 Billion
$1.9 Billion
$1.85 billion
TBD

$264,446,775
$366,162,441
$423,329,839
$463,848,929
$409,588,848

$1.7 B
$1.6 B
$1.5 B
$1.4 B
TBD

Given the time between the last several B&BF discretionary grant NOFOs, it was
expected that FTA would publish the FY2021 NOFO much earlier in 2021 and that South
Portland Bus Service (SPBS) would have ample time apply for the funds needed to
replace the 2011 buses at the end of their useful life in early 2023. The late grant
announcement means we will not know if we are successful until later in the winter of
929 HIGHLAND AVENUE. SOUTH PORTLAND ME 04106 207 767-5556
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2022. If we are not successful, we will need additional months to secure alternate
funding through PACTS or MDOT, further delaying our order and delivery.

South Portland Bus Fleet
South Portland Bus Service (SPBS) has seven buses when operating with a full fleet. In
May of 2020, one of our 2011 buses was totaled due to a bus fire caused by mechanical
work done by an outside vendor. SPBS made an emergency request to MDOT for the
transfer of 5339 funds to allow us to purchase a replacement for that bus as soon as
possible. We expect to take delivery of that bus in the spring of 2022. The table below
includes the year placed in service, the replacement year and placement type of our
existing fleet.
Quantity
1*
2
2
2

Year In
Service
2011
2011
2014
2016

Make/Model

Replacement Year

Replacement Type

Gillig Lowfloor
Gillig Lowfloor
Gillig Lowfloor
Gillig Lowfloor

2022
2023
2026
2028

Diesel
Diesel – 2 Buses
Battery Electric - Quantity TBD
Battery Electric - Quantity TBD

* Totaled in May 2020 Fire

The replacement schedule above is based on FTA’s 12-year useful life guidelines for 35’
transit buses. The proposed replacement type (diesel vs electric) is based on the City of
South Portland’s One Climate Action Plan, which mandates an end to diesel bus
purchases after 2025.
SPBS plans to stay with the same manufacturer for the remainder of its diesel bus
purchases to maximize use of our existing parts inventory and enable us to use spare
parts salvaged from our older Gillig buses. It is also easier to trouble-shoot buses that
are the same make and model rather than introducing a new make and model for diesel
buses so close to our transition to battery electric buses. For this reason we have
chosen to look for piggyback options, in accordance with FTA’s Best Practices
Procurement Manual (Appendix B.16) to find available assignments for Gillig buses. We
piggybacked on an existing contract for the bus that will be delivered in the spring of
2022.

Impact of COVID-19 on Bus Replacement
Our Gillig representative has always asked for 12 months from time of submitting a bus
order until delivery. We have been in constant contact with our rep about the timing of
our order for our remaining two diesel buses scheduled for replacement in 2023. In
February 2021, he felt end of 2021/early 2022 would be sufficient. In August he
suggested we place our orders in October or November to avoid delays and take
advantage of existing contracts we can piggy-back on for our purchase. After the B&BF
grants next winter, there will likely be a flood of orders and we may lose the chance to
piggyback on a contract for our 2 remaining diesel bus orders.

929 HIGHLAND AVENUE. SOUTH PORTLAND ME 04106 207 767-5556
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Impact of COVID-19 on Bus Fleet Maintenance
In May of 2021, SPBS was forced to place another of our 2011 buses out of service
(OOS) due to radiator and related parts failure. When ordering the required parts we
were informed by Gillig that many high-demand parts were back ordered due to COVIDrelated labor and supply chain shortages. Although our mechanic was able to secure
some parts by reaching out to Metro, school departments and online sources, he was
not able get all needed parts until late August 2021. After completing the radiator and
other related work, the bus was placed in service for a few days before the check engine
light went off. It was discovered that antifreeze had been leaking into the engine and the
engine would need to be rebuilt. As of 10/19/21, that bus is still OOS and at an offsite
vendor for the engine repair work. Our offsite vendors are experiencing the same
COVID-related parts and labor shortages.
In addition to delays for the major repairs noted above, we have also experienced part
and labor-related service delays when scheduling minor repairs that arise with our entire
fleet. Although our last 2011 Gillig (bus 919) has performed relatively well over the last
year, the added time on the road is starting to show. Bus 919 has been OOS since last
Thursday to fix multiple leaks.
For the last six months we have been forced to operate with a fleet of five transit buses.
When operating at full service, we have four buses on the road at the same time for
weekday service. Due to driver and bus shortages we continue to operate at a reduced
weekday schedule, which only requires three buses on the road at the same time. On
any given day buses need to come off the road for repairs or cleaning after an onboard
illness or accident. With such a low spare ratio it is difficult to complete required
preventative maintenance work, which exacerbates the problems.
We have two 2010 Ford cutaway buses that were donated by RTP for use as spares.
They hold 12 passengers and two wheelchairs. These buses have no destination signs,
AVL or fare collection system. All passengers that we pick-up, ride for free. These vans
are used as a last resort so riders are not stranded at their stop, but requires additional
communication from drivers to ensure riders understand our regular bus will not be
passing that stop.

Calendar Year 2021 Fleet Statistics (January 1, 2021 – October 19, 2021)
•

Operating with 6 buses since May 21, 2020

•

Operating with 5 buses since May 14, 2021

•

# Days with only 1 spare Gillig bus - 153

•

# Days when 2010 RTP van was the only spare – 21

•

# Days when 2010 RTP van was placed in service – 4

•

# Days bus 917 (2011 Gillig) has been OOS – 181
•

# Days bus 919 (2011 Gillig) has been OOS - 28

929 HIGHLAND AVENUE. SOUTH PORTLAND ME 04106 207 767-5556
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10.

October 28, 2021

Approval of Funding for RTMS Upgrades

Contact

Elizabeth Roberts, staff

Recommended action

Approve the allocation of $189,500 FHWA capital funding—of which 75 percent
($142,125) will come from the Holding WIN—to a project that will upgrade the
RTMS server and software, contingent on the development of a local match cost
sharing plan.

Attachments

10-A—Engineer’s Estimate for Proposed RTMS Phased Master Plan.

PACTS' Regional Traffic Management System (RTMS) program, started in 2008, has a goal to optimize
the current roadway network through traffic signal management and to provide direct access for remote
management and monitoring of the traffic signals in the PACTS region to improve mobility and capacity
along major corridors.
PACTS adopted a RTMS Policy in December 2010 and provided initial funding for the program;
including funding for a central server located in a fire station in South Portland and traffic management
software, Streetwise. Unfortunately, the Streetwise software is no longer supported, leaving our
region’s signals vulnerable. Because Streetwise is no longer supported, new traffic signal installations
cannot connect to the existing server.
In 2020, engineering consulting firm Sebago Technics was hired to evaluate options for replacing or
upgrading the RTMS server and software. The consultant presented the following three options to the
RTMS Subcommittee:
1. Upgrade the physical server to use the successor of Streetwise, ATMS.Now
2. Use a cloud-based server and upgrade to ATMS.Now
3. Upgrade the physical server and switch to an NTCIP system.
At its June meeting, the RTMS subcommittee voted to pursue the option with an NTCIP Central System
(option 3 above). Sebago Technics developed costs of a phased implementation of the server upgrade
with an NTCIP system:
•

Phase 1—Replace the Streetwise server and software. In this phase only signals that are
currently connected to the Streetwise server will migrate to the new server.

•

Phase 2—Expand RTMS to high traffic volume corridors. In this phase all signals in high
traffic volume corridors not currently connected to the Streetwise server will be connected to
the new RTMS server.

•

Phase 3—Expand RTMS to remaining signals. In this phase all signals that are not covered
in Phases 1, 2, or 4 will be connected to the new RTMS server.
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Phase 4—Optional migration from other existing traffic management systems (TMS). Some
signals in the area are currently connected to a TMS other than the Streetwise server. In this
phase, those signals would connect to the new RTMS server.

The costs for each of the phases is shown in Attachment 10-A.
At their October meeting, the RTMS Subcommittee voted to recommend that the Policy Board approve
Holding WIN funds be allocated for the first phase of the RTMS upgrade. The RTMS Subcommittee has
not yet determined how to split the local share costs among the municipalities. They will explore cost
sharing options and develop a plan at their December meeting. In the unlikely event that local match is
not secured, the Federal share will return to the Holding WIN, as currently proposed.
Recommended action: Approve the allocation of $189,500 FHWA capital funding—of which 75
percent ($142,125) will come from the Holding WIN—to a project that will upgrade the RTMS
server and software, contingent on the development of a local match cost sharing plan.
Members of the public are welcome to provide up to three minutes of public comment on this item.
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Attachment 10-A

10/8/2021

Engineer's Estimate
Proposed Regional Traffic Signal Managment System Phased Master Plan
PACTS RTMS

Phase 1 Improvements: Replace Streetwise Server
Description
South Portland Western Ave Firestation Network Improvements
South Portland Anthoine St Firestation Network Improvements
Westbrook Public Safety Network Improvements
NTCIP 1202 Compliant Traffic Signal Management Software (TMS)
Windows Based SQL Server
Portland Intersection Configuration
Scarborough Intersection Configuration
South Portland Intersection Configuration
Westbrook Intersection Configuration

# of Intersections
‐
‐
‐
‐
‐
8
9
26
7
Sub Total:
Engineering:
Total:

Phase 2 Improvements: Expand Traffic Signal Management System to High Volume Corridors
Description
# of Intersections
Portland
19
Scarborough
17
South Portland
4
Westbrook
2
Windham
4
Sub Total:
Engineering:
Total:
Description
Biddeford
Gorham
Portland
Saco
Scarborough
South Portland
Westbrook
Windham

Phase 3 Improvements: Expand Traffic Signal Management System to Remaining Signals
# of Intersections
5
4
34
5
2
9
6
6
Total:
Engineering:
Total:

$
$
$
$
$
$
$
$
$
$
$
$

Amount
7,500
7,500
7,500
75,000
25,000
12,000
6,750
25,500
5,250
172,000
17,500
189,500

$
$
$
$
$
$
$
$

Amount
261,350
205,750
71,800
43,000
57,000
638,900
65,000
703,900

$
$
$
$
$
$
$
$
$
$
$

Amount
62,750
62,000
484,200
68,250
25,000
147,550
99,500
99,500
1,048,750
100,000
1,148,750
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10/8/2021

Engineer's Estimate
Proposed Regional Traffic Signal Managment System Phased Master Plan
PACTS RTMS

Phase 4 Improvements: Optional Migration from Existing TMS Systems
Description
# of Intersections
Biddeford Hosted ATMS.NOW & Turnpike Network
10
Gorham Hosted ATMS.NOW
3
Portland ATMS.NOW
51
Saco Hosted ATMS.NOW
10
Scarborough Rhythm Network
3
Westbrook ATMS.NOW (Portland)
3
Total:
Engineering:
Total:

$
$
$
$
$
$
$
$
$

Amount
7,500
2,250
38,250
29,500
2,250
2,250
82,000
6,000
88,000

51
Prepaired By: CMT

Checked By: BRL
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11.

October 28, 2021

Complex Project Analysis and Funding Transfers

Contact

Elizabeth Roberts, staff

Recommended actions

•

Approve a reallocation of $630,000 in capital funding—of which 75 percent
($472,500) will come from Brighton Avenue Corridor project (WIN 25253) and
25 percent ($157,500) will be local match—to the Westbrook Route 25 Signal
project (WIN 23797).

•

Approve an allocation of $266,667 in capital funding—of which 75 percent
($200,000) will come from the Holding WIN and 25 percent ($66,667) will be
local match—to the Cape Elizabeth Ocean House Sidewalks project (WIN
24103).

•

Approve an allocation of $18,700 capital funding—of which 75 percent
($14,025) will come from the Holding WIN and 25 percent ($4,675) will be local
match—to the Yarmouth Route 88 Collector Paving project (WIN 24999).

Attachments

11-A—PACTS Holding WIN Balance
11-B—Funding Options
11-C—Funding Deficit Background Information
11-D—Town of Cape Elizabeth Request for Additional Funding

Funding the deficit for the Westbrook Route 25 Signal project (WIN 23797)
At their August 24 meeting, the Policy Board voted to approve adding $630,000 to the Westbrook
Route 25 Signal Project (Work Identification Number (WIN) 23797) from PACTS’ 2024 MPO allocation.
However, the project will be ready to advertise for construction in 2022. Funds from PACTS’ 2024 MPO
allocation will not be available for use in 2022.
Staff proposes to transfer funds to the Westbrook Route 25 Signal Project from Portland's Brighton
Avenue project, which is awaiting PDR completion. On June 25, 2020, the Policy Committee awarded
partial construction funding for the Brighton Avenue project using the PACTS’ 2023 MPO allocation.
Those funds will be available in time for 2022 construction of the Westbrook Route 25 Signal Project.
The funds removed from the Brighton Avenue project deficit will be reallocated using PACTS’ 2024
MPO allocation. As a result, some of the funds for the Brighton Avenue will not be available until 2024.
This should not delay the construction of the project, as it had not been fully funded.
While the Holding WIN balance ($944,570), detailed in Attachment 11-D, could be used for the
Westbrook Route 25 project, doing so would significantly deplete the Holding WIN balance and reduce
PACTS’ flexibility to address other funding deficits as detailed below.
Funding the deficit for the Cape Elizabeth Ocean House Sidewalks project (WIN 24103)
In July 2017, the Policy Committee approved allocating $2,695,000 to three sidewalk projects in South
Portland, Portland, and Cape Elizabeth, even though PDRs for the projects had not been completed.
These three sidewalk projects were collectively granted construction funding, which has been held in a
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separate Regional Sidewalks WIN. The total funding allocated for the three projects was based on a
2017 engineering consultant’s preliminary cost estimates for the three sidewalk projects. Table 11-1
shows a funding breakdown for the three sidewalk projects, based on those preliminary cost estimates.
Table 11
Sidewalk Project Preliminary Cost Estimates
Municipality

Funds

South Portland

$1,375,000

Portland

$825,000

Cape Elizabeth

$495,000

Total

$2,695,000

Two of the projects—the sidewalk project in Cape Elizabeth and the sidewalk project in South
Portland—have finished PDR. The funding levels shown in the previous table are adequate to meet the
current cost estimate of the South Portland sidewalk project, partly due to the removal of the mill-and-fill
for the project. Cape Elizabeth’s sidewalk project has a funding deficit of $455,000. The Town of Cape
Elizabeth is requesting an additional $266,667 of funding—of which 75 percent ($200,000) are federal
funds.
PACTS’ current policy, set by the former Executive Committee in March 2020, is to limit PACTS’
funding of construction cost overages to 20 percent of available construction funding. Due to significant
increases in construction cost estimates, the request for this project exceeds 20 percent of available
construction funding. Cape Elizabeth has implemented cost savings measures to reduce cost as much
as possible and is willing to contribute additional funds above and beyond the 25 percent local match.
Background information about PACTS’ efforts to assess and fund deficits in the PACTS capital
improvement program is included in Attachment 11-C, which was also presented at the August 24
Policy Board meeting. The funding request letter from Cape Elizabeth is included in Attachment 11-D.
Staff have identified two options to fund the additional $200,000 request. The first option allocates
funds from the Regional Sidewalks WIN. This would reduce available funding for the sidewalk project in
Portland, which has not yet completed PDR. The funding could then be reallocated from PACTS’ 2025
allocation or identified through other sources (for example, PACTS' MPI funds). The second option is to
fund the Cape Elizabeth Ocean House Sidewalk Project from the PACTS Holding WIN. The PACTS
Holding WIN balance ($944,570) is detailed in Attachment 11-A and a description of funding options is
detailed in Attachment 11-B.
Funding the Yarmouth Route 88 Collector Paving project (WIN 24999)
At its October 22, 2020 meeting, the Policy Committee voted to approve $471,500 in funding for a
collector paving project on Route 88 in Yarmouth. The project limits were described as Route 88,
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beginning at Prince’s Point Road and extending north for 0.75 miles to Main Street in Yarmouth. The
Prince’s Point Road intersection is over 200 feet wide. Staff’s cost estimate for the project was based
on a length that started at the north end of the intersection. However, MaineDOT and the Town of
Yarmouth want the project to start at a joint at the south end of the intersection. If the extra 0.03 miles
had been included in the original cost estimate calculation, $18,700 in additional funding would be
required. Staff propose to transfer $18,700 from the Holding WIN to fund this deficit.
Recommended actions:
•

Approve a reallocation of $630,000 in capital funding—of which 75 percent ($472,500) will
come from Brighton Avenue Corridor project (WIN 25253) and 25 percent ($157,500) will
be local match—to the Westbrook Route 25 Signal project (WIN 23797).

•

Approve an allocation of $266,667 in capital funding—of which 75 percent ($200,000) will
come from the Holding WIN and 25 percent ($66,667) will be local match—to the Cape
Elizabeth Ocean House Sidewalks project (WIN 24103).

•

Approve an allocation of $18,700 capital funding—of which 75 percent ($14,025) will
come from the Holding WIN and 25 percent ($4,675) will be local match—to the Yarmouth
Route 88 Collector Paving project (WIN 24999).

Members of the public are welcome to provide up to three minutes of public comment on this item.
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Attachment 11-A
013103.00 - PACTS, Unprogrammed Allocation
Balance in Holding WIN as of 10/13/2021
Description
STP - Flexible
APPRO 9095 STATE 57395000
PRIVATE FUNDS
Totals

PE

$

ROW

-

$

Estimated Project Cost
CON
$ 1,137,498.56
$
107,071.87
$
$ 1,244,570.43 $

Fund Source
CE

-

Project Total
$ 1,137,498.56 $
$
107,071.87 $
$
$
$ 1,244,570.43 $

Federal
1,137,498.56 $
$
$
1,137,498.56 $

Federal

-

Project Total
$
$
$
-

-

Project Total
$
$
$
-

Local1

State
107,071.87
107,071.87

$
$
$
$

-

$
$
$
$

Total
1,137,498.56
107,071.87
1,244,570.43

Pending Transfers out of Holding WIN
Description

Total Pending Transfers out of Holding WIN

PE

$

Estimated Project Cost
CON

ROW

-

$

-

$

-

Fund Source
CE

$

$

Local1

State

-

$

-

$

Total

-

$
$
$

-

Pending Transfers into the Holding WIN
Description

PE
$

Total Pending Transfers into Holding WIN

$

Estimated Project Cost
CON

ROW

-

$

Fund Source
CE

-

$

-

$

Total Changes to Holding WIN

Federal
$
$

-

$

-

$

-

$

-

$

Federal
$

1,137,498.56

Pending Transfers
Remaining Holding WIN Balances
Minimum Reserve

$
$
$

$
1,137,498.56 $
(240,000.00) $

Holding WIN Balances Available

$

897,498.56 $

Local funds are shown only to reflect total project amounts. The Holding WIN does not contain any Local Funding.
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$

107,071.87

-

$
$
$

-

-

$

-

Local1

State

Balance in Holding WIN as of 10/13/2021

Total

$
$

Remaining Holding WIN Balances
Description

1

Local1

State

$

Total
-

$

1,244,570.43

107,071.87 $
(60,000.00) $

-

$
$
$

1,244,570.43
(300,000.00)

47,071.87 $

-

$

944,570.43

Attachment 11-B
Option 1 - Fund Westbrook Signals from Brighton Avenue, Cape Elizabeth Sidewalks from Holding WIN
Additional Funding
Local

WIN

Title

Scope

Total Estimate Current Funding

Deficit/Surplus

Federal

023797.00

WESTBROOK, ROUTE
25

INTERSECTION
IMPROVEMENTS W/
SIGNAL

$3,140,000

$2,311,054

-$828,946

$472,500

$157,500

-$198,946

023715.00

PORTLAND, BRIGHTON HIGHWAY REHABILITATION $10,975,000
AVENUE

$2,202,200

-$8,772,800

-$472,500

-$157,500

-$9,402,800

024103.00

CAPE ELIZABETH,
OCEAN HOUSE
SIDEWALKS

MULTIMODAL
IMPROVEMENTS

$495,000

-$455,000

$200,000

$66,667

-$188,333

013103.00

PACTS,
Unprogrammed
Allocation

(Holding WIN)

$897,499

$897,499

-$200,000

$950,000

Funding can be added from PACTS 2024 allocation

$697,499

Option 2 - Fund Westbrook Signals from Holding WIN, Cape Elizabeth Sidewalks from Regional Sidewalks WIN
WIN
Title
Scope
Total Estimate Current Funding Deficit/Surplus Additional Funding
023797.00

WESTBROOK, ROUTE
25

INTERSECTION
IMPROVEMENTS W/
SIGNAL

013103.00

PACTS,
Unprogrammed
Allocation

(Holding WIN)

024333.00

REGIONAL, SIDEWALKS SAFETY IMPROVEMENTS
(Regional Sidewalks WIN)

024101.00

SOUTH PORTLAND,
SIDEWALKS
CAPE ELIZABETH,
OCEAN HOUSE
SIDEWALKS
PORTLAND, YORK
STREET, HIGH STREET
SIDEWALKS

024103.00

024105.00

$3,140,000

Deficit/Surplus Notes

Deficit/Surplus

$2,311,054

-$828,946

$472,500

$157,500

-$198,946

$897,499

$897,499

-$472,500

$424,999

$3,194,500

$2,695,000

-$499,500

$0

-$499,500

MULTIMODAL
IMPROVEMENTS
MULTIMODAL
IMPROVEMENTS

$1,419,500

$1,375,000

-$44,500

$0

-$44,500

$950,000

$495,000

-$455,000

$200,000

$66,667

-$188,333

MULTIMODAL
IMPROVEMENTS

$825,000

$825,000

$0

-$200,000

-$66,667

-$266,667

This WIN holds funding for the three sidewalk projects
listed below

PDR is not complete and the cost estimate could increase.
If additional funding is given to Cape Elizabeth from the
Collective Sidewalks WIN, then funding should be added to
Portland sidewalk from PACTS 2025 allocation.
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Option 3 - Fund Westbrook Signals from Brighton Avenue, Cape Elizabeth Sidewalks from Regional Sidewalks WIN
WIN
Title
Scope
Total Estimate Current Funding Deficit/Surplus Additional Funding
023797.00

WESTBROOK, ROUTE
25

023715.00

-$828,946

$472,500

$157,500

-$198,946

PORTLAND, BRIGHTON HIGHWAY REHABILITATION $10,975,000
AVENUE

$2,202,200

-$8,772,800

-$472,500

-$157,500

-$9,402,800

024333.00

REGIONAL, SIDEWALKS SAFETY IMPROVEMENTS
(Regional Sidewalks WIN)

$3,194,500

$2,695,000

-$499,500

$0

-$499,500

024101.00

SOUTH PORTLAND,
SIDEWALKS
CAPE ELIZABETH,
OCEAN HOUSE
SIDEWALKS

MULTIMODAL
IMPROVEMENTS
MULTIMODAL
IMPROVEMENTS

$1,419,500

$1,375,000

-$44,500

$0

-$44,500

$950,000

$495,000

-$455,000

$200,000

$66,667

-$188,333

PORTLAND, YORK
STREET, HIGH STREET
SIDEWALKS

MULTIMODAL
IMPROVEMENTS

$825,000

$825,000

$0

-$200,000

-$66,667

-$266,667

024105.00

$3,140,000

Deficit/Surplus

$2,311,054

024103.00

INTERSECTION
IMPROVEMENTS W/
SIGNAL

Funding can be added from PACTS 2024 allocation
This WIN holds funding for the three sidewalk projects
listed below

PDR is not complete and the cost estimate could increase.
If additional funding is given to Cape Elizabeth from the
Collective Sidewalks WIN, then funding should be added to
Portland sidewalk from PACTS 2025 allocation.

Option 4 - Fund Westbrook Signals and Cape Elizabeth Sidewalks from Holding WIN
WIN

Title

Scope

Total Estimate Current Funding

Deficit/Surplus

Federal

023797.00

WESTBROOK, ROUTE
25

INTERSECTION
IMPROVEMENTS W/
SIGNAL

$3,140,000

$2,311,054

-$828,946

$472,500

013103.00

PACTS,
Unprogrammed
Allocation

(Holding WIN)

$897,499

$897,499

-$472,500

024103.00

CAPE ELIZABETH,
OCEAN HOUSE
SIDEWALKS

MULTIMODAL
IMPROVEMENTS

$495,000

-$455,000

$200,000

013103.00

PACTS,
Unprogrammed
Allocation

(Holding WIN)

$424,999

$424,999

-$200,000

$950,000
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Additional Funding
Local
$157,500

Deficit/Surplus Notes
-$198,946

$424,999

$66,667

-$188,333

$224,999

Attachment 11-C

Funding Deficit Background Information
During the summer of 2019, PACTS worked to assess funding deficits in the 2019 PACTS Transportation
Improvement Program (TIP). The deficits were due to high construction bid prices, which were about 3040% above project estimates. After prolonged discussions, PACTS decided to fund the deficit in the 2019
capital program and provide additional funding to cover anticipated deficits. This resulted in deferring
construction by a year for several projects and not selecting new capital projects to be funded with the
2022 federal allocation.
Three projects on the 2019 TIP had construction timelines in 2022 and were not far enough along in the
design process to discover budget deficits. Because these projects’ budget deficits were not yet
discovered, no additional funds were given to these projects. Now that these three projects have
completed significant design, large budget deficits have been discovered. The following is a summary of
the three projects.
Municipalities

Scope

Bicyle/ Pedestrian
Safety
South Portland Improvements
Intersection
Improvements with
Westbrook
signal
Cape Elizabeth, Bicyle/ Pedestrian
Portland, South Safety
Portland
Improvements

Total Allocated Current
Description
Funds
Estimated Cost Comments
Multiuse path, Beginning at Greenbelt Pathway near Evans
St. and extending west 0.17 if a mile to Lincoln St. and
extending west on Lincoln Street 0.55 of a mile to Billy
Vachon Dr. and extending west 0.24 of a mile
$1,366,200
$3,850,000 180% over budget
Route 25, Beginning at Mechanic St. and extending west
0.28 of a mile

$2,311,054

$3,140,000 35% over budget

Priority Corridor and Centers Pedestrian-Bicyclist Safety
and Access

$2,695,000

$3,500,000 30% over budget

Municipalities for two of the three projects are seeking additional funding—South Portland and
Westbrook. The municipalities for both of these projects have been trying to cut scope in an effort to
bring down costs, but the projects are still left with large deficits.
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Attachment 11-D
TOWN OF CAPE ELIZABETH
PUBLIC WORKS DEPARTMENT
Jay Reynolds
Public Works Director
(207) 799-4151
Fax: (207) 799-4426
j ay.reynolds@capeelizabeth.org

10 Cooper Drive
Cape Elizabeth, ME 04107

October 7, 2021
Elizabeth Roberts, P .E.
Transportation Engineer
Greater Portland Council of Governments
Sent electronically (eroberts@gpcog.org)
Dear Elizabeth,
Thank you for meeting last week with various staff from the Maine Department of Transportation,
Portland, South Portland, and Cape Elizabeth to discuss the PACTS three-town bicycle and pedestrian
improvement projects (Win #'s 24101, 24103, and 24105). In summary, construction funding and project
timelines were discussed for all three projects. As previously noted, there is a funding deficit among the
three projects combined. It was also noted that Cape Elizabeth's project is further along in the design and
right-of-way process than the other two projects, and that it could potentially be advertised and
constructed in calendar year 2022.
MDOT, as a result of rising construction pricing, requested an updated cost estimate for Cape's sidewalk
project. It should be noted that the recent cost estimate utilized for funding dated back to the 2017 EPS
report. The updated cost estimate for construction in 2022 is $726,000 (rounded). MDOT further
requested a 2023 estimate with a 20% contingency/inflation factor added to it. The updated cost estimate
for construction in 2023 is $872,000 (rounded). Additionally, at the MDOT expressed an interest in
keeping projects moving "through the assembly line", and delivering projects that are approaching the
"ready to bid and construct" status, such as Cape's sidewalk project. The Town is committed to this
project and is hopeful for its delivery in the near future. To demonstrate our commitment, the Town
would allocate an additional $255,000 beyond our 25% match to assist with the current funding deficit.
The following is a summary of the funding for Cape's sidewalk project (024103), assuming construction
in 2022:
Original Allocation:
$495,000
Less PE/Design:
$100.000
Balance for Construction/ROW/CE:
$395,000
2022 Estimate (Construction/ROW/CE):
$850.000 (rounded)
Deficit
($455,000)
Additional Town funds (beyond 25% match):
$255.000
Net Deficit
($200,000)
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TOWN OF CAPE ELIZABETH
PUBLIC WORKS DEPARTMENT
Jay Reynolds
Public Works Director
(207) 799-4151
Fax: (207) 799-4426
jay.reynolds@capeelizabeth.org

10 Cooper Drive
Cape Elizabeth, ME 04107

At this time, The Town of Cape Elizabeth respectfully requests that PACTS consider a transfer from its
holding WIN/unassigned funds to increase the construction funding by $200,000.00.
The secondary option that was discussed is utilizing $200,000 from Portland's future sidewalk project. If
this option is selected in lieu of the holding WIN transfer, the Town of Cape Elizabeth would work with
Portland on future regional MPI funding requests to ensure their project does not lose any funding.
Please contact me if you I can provide anything further to facilitate this funding request.
Thank You for Your Time.
Signed,

Matthew Sturgis
Town Manager

CC:

Harold Spetla, PACTS/GPCOG
Christopher Chop, PACTS/GPCOG
Brian Keezer, Maine Department of Transportation
Darryl Belz, Maine Department of Transportation
Jay Reynolds, Public Works Director, Town of Cape Elizabeth
Justin Gove, City of South Portland
Jeremiah Bartlett, City of Portland
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Establishment of a Complex Projects Task Force

Contact

Aubrey Miller, staff

Recommended action

•

Appoint an ad hoc task force to recommend revisions to the policies related to
the selection and funding of complex projects to the PACTS Policy Board.

•

Direct staff not to issue a call for new complex projects for the PACTS 2025
MPO Allocation.

During the recent complex projects selection process, members of the Regional Transportation
Advisory Committee (RTAC) and the Policy Board expressed interest in evaluating PACTS’ policies
related to the selection and funding of complex projects. In particular, rising construction costs and a
stagnant funding allocation have highlighted concerns about the financial sustainability of the program.
Staff recommends that the Policy Board appoint an ad hoc Complex Projects Task Force to
recommend revisions to PACTS’ complex project policies to the Policy Board.
While PACTS revises its policies, and due to limited funding and existing funding commitments, staff
recommends not issuing a call for new projects this fall and winter. Instead, staff recommends
allocating funding from PACTS’ 2025 Allocation2 for existing needs, particularly as projects transition
from preliminary design reports (PDR) to final design, engineering, construction.
Background
PACTS receives an annual allocation of state and Federal Highway Administration (FHWA) capital
improvement funding through MaineDOT. PACTS uses 60 percent of the FHWA funding for “complex”
roadway and multimodal projects. A “complex project” is one that PACTS programs in two phases—
PDR work funding in one year, then construction funding a year or more later after PDR is completed—
per a MaineDOT requirement3 intended to prevent funds from sitting unused.
PACTS typically issues a call for projects, and municipalities and other eligible agencies apply for this
complex project funding. The applications are scored by a volunteer scoring committee. Ultimately the
Policy Board selects projects to receive the funding.

2

The MPO Allocation PACTS will receive in early 2022 is actually an estimate of what PACTS will receive in
calendar year 2025.
3 MaineDOT’s two-phase, PDR-first funding policy took effect in 2016.

61

PACTS Policy Board Meeting Agenda

October 28, 2021

PACTS has two documents that guide the selection and funding of complex projects:
•

PACTS Transportation Improvement Program Policies and Procedures for 2017 and 2018
The TIP Policies and Procedures document is slightly outdated, but many of the policies still
apply. RTAC is charged with the eventual task of updating the TIP Policies and Procedures; the
work of the Task Force will be incorporated into the full update.

•

PACTS Transportation Funding Framework
The Funding Framework was developed by the ad hoc TIP Committee with consultant
assistance, and approved by the Executive Committee in April 2021 (pursuant to guidance from
the Policy Committee). It is intended to provide a methodology, including scoring criteria, for
selecting projects of all modes for funding. Ultimately the Funding Framework will be
incorporated into the updated TIP Policies and Procedures.

Purpose of the Task Force
The Complex Projects Task Force shall recommend revisions to PACTS policies related to the
selection and funding of complex projects. The task force’s primary purpose is to recommend revisions
to relevant policies in the PACTS Transportation Improvement Program Policies and Procedures for
2017 and 2018. The task force is not being asked to review the scoring rubric in the PACTS
Transportation Funding Framework, but rather to focus on the policies related to project selection in
PACTS’ financially constrained environment. The task force’s recommendations will be presented to
RTAC for review and to the Policy Board for approval.
Task Force Membership
Staff recommend that membership on the ad hoc Complex Projects Task Force include a maximum of
ten members. It is anticipated that membership will draw from RTAC and the Policy Board:
•
•

Two to four RTAC members
Two to four Policy Board members

Staff further recommend the task force include at least one representative from MaineDOT, who may or
may not be distinct from the aforementioned RTAC and Policy Board members.
During the recent complex projects selection process, three RTAC members expressed interest in
being involved with evaluating the complex projects policies. Staff will determine whether the three are
still interested and will also reach out to the entire committee for volunteers. Similarly, any Policy Board
members interested in serving on the Task Force should contact Aubrey Miller at amiller@gpcog.org. If
the number of interested members exceeds the available spots, GPCOG staff will defer to the PACTS
Officers on making appointments.
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Task Force Schedule
Staff estimates the task force will meet four times. The task force will meet approximately every two
weeks, starting in November. Meetings will be held via Zoom conferencing technology in accordance
with current GPCOG and PACTS remote meeting policies.
Recommended actions:
•

Appoint an ad hoc task force to recommend revisions to the policies related to the
selection and funding of complex projects to the PACTS Policy Board.

•

Direct staff not to issue a call for new complex projects for the PACTS 2025 MPO
Allocation.

Members of the public are welcome to provide up to three minutes of public comment on this item.
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Adoption of Connect 2045 Vision and Goals

Contact

Rick Harbison, staff

Recommended action

Adopt the draft Connect 2045 Vision and Goals.

GPCOG staff are currently in the process of updating the region’s federally required long-range
transportation plan. The planning process for the updated plan, Connect 2045, began earlier this
summer. Staff expect to have a draft ready by November 2022. For more information on the plan visit
the project website at connect2045.org.
With the first phase of public and stakeholder engagement now complete, staff have developed a draft
vision statement and six overarching goals for the Policy Board to review and adopt. The vision and
goals were developed through extensive public and stakeholder engagement, including strong support
from the Connect 2045 Project Advisory Committee. Additional detail on the development of the vision
and goals is provided below.
Vision
We envision a region where all people have safe transportation choices that optimize
infrastructure, mitigate climate change, and support great places and resilient communities.
Goals
•

Provide Equitable Access—The transportation system allows all people to reach the places
they want to go with dignity and comfort. Regardless of their mode, purpose, or destination, trips
are made affordably, conveniently, and reliably.

•

Support Great Places—Our transportation system supports vibrant places, neighborhoods, and
downtowns where people already live, work, visit, and play.

•

Improve Safety—The transportation system is designed, constructed, and maintained to
improve real and perceived safety by giving each mode space, protection, and visibility.

•

Expand Choices—Our transportation system offers a range of options for moving between
home, work, school, and other places. An integrated and connected system enables more
people to walk, bike, roll, share rides, and take public transit.

•

Protect the Environment—Our transportation system reduces its harmful impacts on
the natural environment. Current and future generations enjoy healthy communities and
move throughout the region without damaging habitat or contributing to climate change.

•

Optimize Infrastructure—The transportation system makes the most of our financial resources
to maintain critical infrastructure and services, while introducing new technologies and
innovations to most efficiently and cleanly move people and goods.
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The vision and goals are deliberately broad and “high level.” The intent is to describe the desired future
or end state we wish to achieve. Once the vision and goals are agreed upon, the next step is to develop
more specific strategies, objectives, policies, and projects to achieve that desired future.
How were the Vision and Goals Developed?
Table 13-1, and the narrative that follows, outlines the major steps involved in developing the Connect
2045 vision and goals.
Table 13-1
Vision and Goals Engagement Timeline
July
Step 1: Project Advisory Committee Kick-Off Meeting

Aug.

Sept.

Oct.

7/20

Step 2: Question Campaign
Stakeholder meeting: Metro Regional Coalition

9/14

Stakeholder meeting: GPCOG Executive Committee

9/21

Stakeholder meeting: PACTS Executive Committee

9/28

Staff Review of Questions and Theme Development
Step 3: Visioning Lab (Virtual Idea Wall)
Stakeholder meeting: RTAC

10/5

Stakeholder meeting: Portland Chamber of Commerce

10/6

Stakeholder meeting: GPCOG Joint Planner/Sustain. Roundtable

10/6

Staff Review of Visioning Lab Comments
Step 4: Draft Vision & Goals Shared Publicly

10/8

Step 5: Project Advisory Committee Meeting #2

10/13

Staff Refinements to Draft Vision and Goals
Step 6: Presentation of Vision and Goals to the Policy Board
Project Advisory Comm.

Public Engagement

10/28
Stakeholder Engage.

GPCOG Staff

The project team met with several GPCOG and PACTS committees and stakeholder groups this summer and fall. These
meetings ranged from general presentations and updates about the project, to more in-depth discussions and workshops.
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Step 1: Connect 2045 Project Advisory Committee—GPCOG staff launched the project in July by
hosting the Connect 2045 Project Advisory Committee kick-off meeting. The 26-person advisory
committee is comprised of a diverse group of local, state, and federal stakeholders. At the meeting, the
project team outlined the Question Campaign and Visioning Lab public engagement strategy, and
received unanimous support and encouragement from committee members.
Step 2: Question Campaign—In late July, the project team launched the “Question Campaign,”
modeled after the highly successful public engagement campaign used for the Go Boston 2030
transportation plan. Instead of asking people to respond to a set of our questions, we invited the public
to ask us their questions about getting around in the future.
In total, staff collected over 400 questions from people throughout the greater Portland region. We
popped up with our question board at community block parties, farmer’s markets, and jug band
concerts—from Standish and South Portland to Westbrook and Biddeford.
At the completion of the campaign, the project team compiled the questions and organized them by
theme. Table 13-2 shows the top themes that emerged from the Question Campaign. A full list of
questions received is available at connect2045.org on the documents page.
Table 13-2
Major Themes from the Question Campaign
Count
Improving Transit

220

Active Transportation

189

Reducing Reliance on Driving

181

Safety

108

Livability

46

Equity

33

Shifting to Electric Vehicles

27

Increasing Options

16

Complete Streets

14

Better Connections to Other Regions

14
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GPCOG staff then distilled these themes down to the following six major goal areas:
1.
2.
3.
4.
5.
6.

Equity
Livability
Safety
Mobility Choices
Environment
Stewardship

Step 3: Visioning Lab—For the next phase, the project team originally envisioned an in-person
“Visioning Lab” public forum, in which each wall would be a canvas for people to contribute their ideas
for each goal area. The COVID-19 pandemic prompted us to convert the in-person Visioning Lab to an
online platform, available at gpcog.mysocialpinpoint.com/connect2045.
The virtual idea wall allowed people to type their comments and suggestions for each goal area on a
bulletin board. It also allowed them to post pictures or links, see what others had written, like or dislike
other people’s comments, or even join a discussion about a specific topic. The project team promoted
the Visioning Lab at meetings, via email outreach, social media, and in-person outreach.
Step 4: Draft Vision and Goals—In early October, the project team developed a draft vision and goals
using input from the Question Campaign, the Visioning Lab, stakeholder engagement, and the previous
long-range plan Destination 2040. Staff then emailed the draft vision and goals out to all GPCOG and
PACTS board and committee members and other interested parties on October 8.
Step 5: Connect 2045 Project Advisory Committee Meeting—The project team presented the draft
vision and goals to the Connect 2045 Advisory Committee at a workshop-style meeting on October 13.
The advisory committee unanimously supported the content of the vision and goals, but also provided
constructive input on how to improve word choice, clarity, and style. The project team then refined the
vision and goals based on the input received from the Connect 2045 Advisory Committee.
Step 6: Policy Board Review—The project team is now presenting the vision and goals to the Policy
Board for adoption, which will help establish a strong foundation for subsequent phases of the plan.
Recommended action: Adopt the draft Connect 2045 Vision and Goals..
Members of the public are welcome to provide up to three minutes of public comment on this item.
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