STRATEGIC PLANNING & TECHNOLOGY SUBCOMMITEE
BOARD OF DIRECTORS MEETING

Meeting Notice:

The TARC Board of Directors holds a quarterly meeting of the Strategic Planning and Technology
subcommittee. The next will be held at:

TARC’s Headquarters, Board Room
1000 W. Broadway, Louisville, KY 40203

Wednesday, April 20, 2022 at 1:30 p.m.

Requests to participate remotely may be made to Susan Kinnett at 561-5121 or skinnett@ridetarc.org

Pursuant to the Americans with Disabilities Act, persons with a disability may request a reasonable
accommodation for assistance with the meeting or meeting materials. Please contact Ashlie Woods
at 502.561.5108. Requests made as early as possible will allow time to arrange accommodation.


mailto:skinnett@ridetarc.org

STRATEGIC PLANNING & TECHNOLOGY SUBCOMMITEE
BOARD OF DIRECTORS MEETING

Agenda

Call to Order

Presentations
i.  Project Updates
a. Fleet Electrification Study
Presented by Tim Reynolds, WSP
b. Strategic Outcomes and Performance Scorecard
Presented by Ehren Bingaman, TransPro

Open Discussion

Proposed Agenda Items/Next Meeting Date

Adjourn

1:30

1:35 - 1:55

1:55 -2:15

2:15-2:25

2:30



TARC STRATEGIC PLANNING & TECHNOLOGY
SUBCOMMITTEE MEETING

January 2022 Strategic Planning & Technology
Subcommittee Meeting Minutes

The Strategic Planning & Technology Subcommittee of Transit Authority of River City (TARC)
met on Tuesday, January 19, 2022 at 1:30 P.M. in person at TARC'’s headquarters, 1000 West
Broadway in the Board Room.

Members Present

Carla Dearing

Ted Smith

Dave Christopher - Virtual

Call to Order
Carrie Butler called the meeting to order at 1:31 p.m.

Strategic Outcomes Roadmap and Performance Scorecard
Presented By: Ehren Bingaman, Transpro

See powerpoint

Proposed Agenda ltems

Update on the Strategic Outcomes and roadmap project
Budget Process

Catalogue Exurban Projects

TARC Tomorrow

Board Member, Carla Dearing offered some feedback. What are the most impactful things that
were mentioned about elevating Broadway Rapid Transit plan, which is such an important
corridor, would be helping the city and make a statement about our interest in moving the city
forward.

Adjournment

Meeting adjourned at 2:22 p.m.
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PROJECT UPDATES

Planning and Scheduling team working on route redesigns from COA

Long Range Plan update proceeding as scheduled with next phase ramping
up public involvement

Micromobility Study proceeding as scheduled
Updates today on Strategic Outcomes Roadmap and Fleet Electrification

Next meeting —

* Planning for On-Board Technology purchase
« Enterprise Resource Planning discussion

« Update on TransTrack reporting platform



NEAR AND LONG-TERM PLANNING ROADMAP

Timeless

Core
Ideology
Mission and
Vision

Strategic Long-Term

10+ Years 5 Years

............................... Focused, Actionable, Operations

3 Years 1 Year Ongoing

What'’s Missing?

» Technology Roadmap

» Modernization Plan

» Campus Master Plan

* Professional Development, Organizational Training
* Employee Culture and Engagement Plan

» Climate and Sustainability Plan

Future Vision & Mid-Term Near-Term Annual
Long Term Plan Capital Projects Operating and Planning Execution,
Capital Projects Project
« TARC Tomorrow + Fleet Planning & _ * Budget Planning, and
- MTP — 2040 ZEB Transition + TARC 3 Service * Strategic Reportin
« KYTC Highway » Facilities Updates + Mobility On Outcomes P 9
Plan and Upgrades Demand Pilot * NTD, Safety, etc.
- Six Year TIP - EEO/ Title VI * Capital Program of
Projects
* Transit Asset
Management

Underway Plans Leading to Projects

* Micromobility Study

* Broadway BRT Feasibility

+ Strategic Outcomes Roadmap and Scorecard
+ Hill Street Electrification

+ Job Connector Routes (CMAQ)

* TARC NeXT (outcome of COA)



ANNUAL FINANCIAL CALENDAR

Budget process
begins

Sales Tax
Withholding report
1099's

Fed financial grant
reporting

W2

Old pension
actuary

Fed financial grant
reporting

SPGE budget
Year end financial
closure

Budget entered
and verified in
ERP

Development
and review of
budget draft
INDOT funds
Annual local Govt
Financial survey
WC simulated
pension

Annual audit
NTD reporting
data collection
INDOT funding
application
Tri-annual Union
contract

Old pension plan
audit begins

First budget look
to TARC Board

NTD reporting
begins

WC renewal
SPGE actuals
Uniform, shoe and
tool payroll

Second draft to
TARC Board
Board budget
approval

Fed financial grant
reporting

Ann public
employment
payroll survey

NTD annual report
submission

Fed financial grant
reporting

) )

» Special Purpose

* Audit prep

midterm review
Submit budget to
Metro Lou and
Council

FTA Tri-annual
review

Budget
preliminary
process begins

Govt Entity
(SPGE)
amendments
Submit budget to
Commonwealth

Budget
preliminary
process
continues (dept
books and

forms)
Year end payroll 4
forms
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ZERO EMISSION
FLEET
TRANSITION
PLAN

Consulting Services to
Provide a Strategic Plan

TARC Board
April 26, 2022




ZEB: Zero Emission Buses
BEB: Battery Electric Buses

HFCB: Hydrogen Fuel Cell Buses



Scope of Work
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Financial Analysis

Diesel baseline

Electric & hydrogen
Maintenance

Operations

Start-up and lifetime costs

Payback period/NPV

Implementation Analysis

Operations & Maintenance during
Transition

Capital Needs (Infrastructure) &
Costs

Energy Storage & Solar

ZEB Rollout Plan



Approach
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Assessment Focus Areas

 Technology
e Facilities
 Operations

e Finance



Project Progress:

e Kickoff: October 14, 2021

 Bi-Weekly Virtual Meetings with TARC

e Site Visit: February 10, 2022

 Four tech memos/white papers delivered to date

e Estimated study completion: June 2022



Tech Memos / White Papers

e Bipartisan Infrastructure Law
 Vehicle Fleet Lifecycle Cost
 BEB Infrastructure Site Investigation

e Facility Considerations for HFCBs



Analysis & Results to Date
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Technology: BEB

TARC'’s experience with charging is on-route only; existing charging infrastructure outdated.

On-route (“opportunity”/ “quick charge”) facilities recommended only at ends of high frequency
routes.

Battery technology is improving but bus range still falls short of diesel; diesel to BEB replacement
exceeds 1:1.

Overnight charging is required: approx. 4 hrs/bus.
Different charging infrastructure options: pantograph, in-ground induction, plug-in (dispenser).
Requires expanded electrical service.

Indoor charging preferred (cold weather battery performance); covered (canopy) structure can
work.



Technology: HFCB

Applications nationally are far less than BEB but growing.

e Bus range is similar to diesel.

* Fueling is much faster than BEB charging- about the same as filling a diesel bus.

* Agencies must either produce or procure hydrogen- electrically intensive process
e Significant up-front cost for fueling infrastructure.

 Hydrogen is volatile with major safety issues: fueling facility must be separated from adjacent
ROW and anything that could generate a spark.



Technology: Vehicle Lifecycle Costs

VEHICLE TYPE BASE COST VARIOg::Eg;ZIONAL TOTAL VEHICLE COSTS

Diesel 40’ $433,361 $89,819 $523,180

Diesel Hybrid 40’ $835,609 $119,184 $954,793
BEB 40’ $956,150 $217,028 $1,173,178
Hydrogen 40’ $1,086,990 $188,950 $1,275,940

$428,361 $89,454 $517,815

BEB 35’ $783,452 $195,786 $979,238

Hydrogen 35’ $967,832 $174,614 $1,142,446






Facilities: BEB

e Plugin (dispenser) charging):
* Floor or overhead mounted cabinets
* Lowest capital cost but more labor intensive
* Induction charging:
* Requires a major excavation and capital investment
* Once installed, less labor intensive
 Pantograph charging:
* Simple and relatively moderate cost but requires significant overhead clearance- may be problematic

* Once installed, less labor intensive



Facilities: BEB

* Need a large amount of chargers

 Both facilities can accommodate infrastructure but have limitations

Additional transformers required

Current LG&E tariff favors spreading of electrical demand vs high instantaneous

demand



Facilities: HFCB

e Indoor bus storage areas required mechanical exhaust ventilation or sufficient
natural ventilation

e Sprinklers required (currently exist)

e Site constraints at 1000 Broadway may preclude addition of fueling facility; would
require a major reorganization of the campus

e 2900 Broadway may have more room for fueling facility

* Fueling at 2900 Broadway and other O&M functions at 1000 Broadway presents
major logistical challenges and increase operating costs
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Operations

e Analysis now underway

Impact on fleet size: vehicle range varies by technology

BEB range is improving but still less than diesel

HFCB range is better than BEB but still not equal to diesel

Recovery/layover/staging is curbside; most shift changes are on-street

Current TARC bus block range of 280 miles cannot be met with BEBs

Assess current assignment for ZEB:

No blocking changes, minor blocking changes, major blocking changes
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Finance



1:1 diesel to BEB replacement will be difficult to achieve; may require a larger
fleet to operate existing service.

e Currently examining TARC’s blocking to determine impacts and potential
modifications required.

Most charging must occur at the main facility; limited ability to supplement
with opportunity charging on-route.

Accommodating BEB charging infrastructure at existing facilities is tight but
do-able.

Electrical service must be enhanced; requires additional transformers and
potential new tariff with LG&E.



1:1 diesel to HFCB is achievable; does not require a larger fleet to operate

existing service.
Significant up-front but one-time only infrastructure costs.

Because of volatility, production/fueling facility requires sufficient space and
buffers

May not be able to be accommodated at 1000 Broadway

2900 Broadway may have more room but presents major logistical challenges
to operations.



Thank you



Strategic Plan 2022

Process Update

Strategic Planning Sub-Committee, April 20, 2022




Strategic Planning Process Overview

- Incorporation of Agency Work Plan
- Aspirational Agency Success

Strategic Plan 2022: Progress Update

- Mission, Vision and Values
- Success Outcomes
- Tactics

Next Steps




Reminder:

R

This is our focus



Start with the End in Mind




e CATS (Charlotte): Clear Definition of Success,
WY/ Board Focused on Outcomes

sla Deliver a Net Promoter Score (NPS) Customer Satisfaction Surveys planned

0
Customer Satisfaction of 59%.

for late February/early March.

| Empl Net P t Combined frontline and administrative
ncrease tmployee et Fromoter surveys eNPS is -18, a decrease of 8 points

Score (eNPS) by 10 points. or 80%.

Employee Success

85% of the community believes In Dec. 2020, 80% of the community

that the agency provides value to believed the agency provides value.
: Community Survey Wave 3 is planned
Community Impact the communlty.

for this year.

Achieve comprehensive financial Achieved 125% of its comprehensive

Financial Stability health. financial health goals.




Getting Started
An Agency’s 18t Results Report

1st Year Scorecard Results by Quarter
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Overall performance
improved throughout
the 1%t year, as a culture
of improvement was
instilled.



Case Study:
Venhicle
Cleanliness

«  2"d most important element
of service to customers

. Satisfaction with bus
cleanliness declined 3
survey waves in a row

What CATS Did...

Added drill down questions to
next surveys

Engaged Operations in

Enhanced training
Process improvements
Leveraged Field Supervisors

Screenshot from “Transit Never Sleeps” video

Started communicating to
our customers about our
cleaning efforts through

understanding issues

video and social media



AS a result Qf their Customer Satisfaction with

Vehicle Cleanliness

organizational

fOCUS, CUStOmer . 72% 70% 69% /;0%

67%

63%

satisfaction with
cleanliness
improved 11%

from Wave 4 to 6

Wave 1 Wave 2 Wave 3 Wave 4 Wave 5 Wave 6

8




Ultimate Impact on Customer Satisfaction Outcomes

Wave 6 Comparison to Wave 5
Fixed Route NPS

&/

NPS Trend Over Time Comparison to Industry
100% 100%
o) (0 - -
» f +77% from Wave 1 . 83% higher than an industry
% ] 55% % . 55%

> 47% 44%, 49% 50% 60/ 47% 44% 49% 50% Industry

40% 340, 40% e s e s mmala e BRR L Sampled
Avg

20% 20% 30%

0% 0%
Wave 1 Wave 2 Wave 3 Wave 4 Wave 5 Wave 6 Wave 1 Wave 2 Wave 3 Wave 4 Wave 5 Wave 6 9



Agency

Performance Management Cadence

Example

METRICS TACTICS METRICS TACTICS METRICS TACTICS METRICS TACTICS
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Q4 Q1 Q2 Q3
Quarterly Monthly Tactics Quarterly Monthly Tactics Quarterly Monthly Tactics Quarterly Monthly Tactics
Metrics Reviews Metrics Reviews Metrics Reviews Metrics Reviews

Review Review Review Review

10



Agency

Example Quarterly Reporting Cadence

Leadership Reports

Quarter Leadership to Leadership
Ends Populate Metrics Reporting Perfor'tr:aBnocaer;esults
Q1 Jan1 Mar 31 Apr 15 Apr 22 May 17 - 24
Q2 Apr1 Jun 30 Jul 15 July 22 Aug 16 - 23
Q3 Jul1 Sep 30 Oct 15 Oct 21 Nov 7 - 18
Q4 Octt Dec 31 Jan 15 Jan 31 Feb 14 - 21

*This schedule is based on the regular board meeting cadence at this agency.



Strategic Planning

Process Overview




Best Practice: Role of the Board in
Strategic Planning

l l l ,

Ensure that TARC has clear Empower staff to manage how
direction and is delivering on its and who is responsible for getting
mission, vision, and outcomes the work done that produces the

overall outcomes

13



Best Practice: Engagement for Strategic

Initial Development

Plan Development

* Focused more on setting up the structure and framework for making strategic
decisions

* Heavy internal engagement through meetings, workshops, all-hands meetings
* Leverages existing survey data, plans, and studies to inform direction

* Board engagement to test ideas and messaging

14



Best Practice: Strategic Planning and
Performance Management

Key Steps 1

Board

Executive Director
and Staff

Board




Roles of the Executive Director and Board

Executive Director Board of Directors

Annually Align on Definition of Success

Use Metrics (KPIs) to Manage

Quarterly Activities to Achieve Outcomes

Monitor Metrics (KPIs)

Present Self-Evaluation compared Provide feedback related to
to Outcomes and share Outcomes and share perspective
perspective related to Values related to Values

16




Engagement in Strategic Plan
Development

Executive Strategic
e " Director and Plan
xecutive . .
Staff H
Director and Executive Director, Presentation

Staff Board Members Staff, and Board

Development

of a Work
-~ Plan

o Alignment el
.Inltlal \\\\\\\ on Success il
Discovery Outcomes
Executive
Director and
Staff
Executive
Director and
Staff

We are here

_ T 1 7



Strategic Plan 2022

Progress Update




Working Mission:

Making your journey our priority.

Working Vision:

To be the trusted and reliable mobility choice.

19



Working Core Values:

Excellence
Appreciation

Inclusivity

Accountability
Integrity

Respect

Reliability

Collaboration

| will be resilient and tenacious as we strive to deliver excellence.
| will appreciate and value my colleagues.

| will maintain an environment that values equity and an open
diversity of thought.

| will foster a culture of ownership.
| will approach my work with integrity.

| will show respect in my interactions with both colleagues and our
community.

| will execute on the commitments | make.

| will be transparent in my communication with others.

20



Defining Success
Strategic Areas of Focus & Success Outcomes

How can TARC clearly define

what must happen in the short

term to accomplish its broader
mission and vision?

21



Strategic Areas of Focus

Yokok
o}
A\a
—\
Customer Employee
Experience Engagement

=

Community Financial
Value Health




Strategic
Area

Success
Outcome

Working Success Outcomes

An Objective Definition of Success

Customer Experience | Employee Engagement Financial Health Community Value
Establish baseline for Establish baseline for Deliver all components of Establish baseline for
Customer Net Promoter Employee Net Promoter Financial Health Index: Community Perception of

Score (NPS) and increase  Score (eNPS) and increase by

Value and increase by 5%

by 5% 9% Index components:

Revenue — Revenue meets or
exceeds operating expenses
Fiscal year Capital Plan —
Were the dollars budgeted for
the capital plan allocated?
Productivity — Customers per
revenue hour

23




Net Promoter Score

NPS poses the ultimate question:
“How likely would you be to recommend riding
TARC to a friend or neighbor?”

Net Promoter Score

24



Net Promoter
Score: The Metric

Know what
I'm thinking?

Assesses loyalty and word of mouth favorability among customers

Introduced in the Harvard Business Review

Allows for performance comparisons between organizations across
different business sectors

Organization

Transit Agencies

I 0 I
© (FhedRowe) T
| Airlines 23% |
' Car Rental Agencies 18% |
. Internet Service o |
| Providers | o7 1}4
R SN > \g
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AAAAAAAAAAAAA

PERFORMANCE SCORECARD

AAAAAAAAAAAAA

AAAAAAAAAAAAA

Prioritized
Strategies

&
Metrics

26




Success Outcome Prioritization

Stfrteeaglc Customer Experience | Employee Engagement Financial Health Community Value
Establish baseline for Establish baseline for Deliver all components of Establish baseline for
Customer Net Promoter Employee Net Promoter Financial Health Index: Community Perception of
Score (NPS) and increase  Score (eNPS) and increase by Value and increase by 5%
by 5% 5% Index components:

Success - Revenue — Revenue meets or

exceeds operating expenses
Outcome - Fiscal year Capital Plan -
Were the dollars budgeted for
the capital plan allocated?
- Productivity — Customers per
revenue hour

Weighted

. 35 30 20 15
Goal Points

27




- Milestones

- Budget

Developing A Work Plan
Identify Strategic Tactics

HOW WILL WE
MAKE IT HAPPEN?

Projects and programs to achieve the
success moment for the yeatr.

28



Reminder:

R

This is our focus



Drafting a Tactic List

Initial Discovery Staff Workshops & FY22 Budget & Work Sessions with
Board Engagement Annual Report Management Team

O T
O]

Four (4) Tactic
Brainstorming
Sessions by
Area of Focus

_ ’



Milestone status

2 Tracking Tactics g
Staff Dashboard

- Work Plan
- Milestones
- Budget

Q2
Status

Success
Outcome

Q1 Milestone Q1 Status Q2 Milestone

Tactic Name Description Owner Team Members

In Progress afjgd On
Track

Clear ownership of each tactic: this
person should be responsible for

Milestone detall

updating the status column prior to each
performance management meeting

32




Next Steps




Performance Scorecards

Customer Employee
Experience Engagement
)
. . )
Designed to Deliver Success Outcomes/ y /A %B
Community Financial
Prioritized Metrics With Goals — —

Supporting Information Systems

Serves as a template for public reporting

o & w0 bh =

Creates a culture of ownership




Elements of a Performance Scorecard
Internal Alignment, External Reporting

I
Organizational Information Systems
Alignment
Success Outcomes
Ownership

Definit
Metrics that 4—0 efinitions

Matter

_ N



Cascading Through The Organization

The cascading scorecard allows for success outcomes to be linked through Department Performance Scorecards that include
the metrics and tactics that contribute to delivering the organization’s overall definition of success.

/\ Department Level
Performance Scorecards
Organizational Level
Performance Scorecard

Individual Level Performance
Scorecards

OUTCOMES OUTPUTS INPUTS



Complete development of performance
management structure (organizational
scorecards and tracking dashboards)

Draft Strategic Plan 2022 document

37



Questions?
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