
Policy   Committee   Meeting  
November   16th,   2021  

9:30   AM   
ZOOM   Meeting   

Agenda   
1) Call   to   Order
2) Public   Comment

Members   of   the   public   in   attendance   of   today’s   meeting   have   an   opportunity   to   provide   public
comment   on   today’s   agenda   items.

3) Approval   of   September   21st,   2021   BACTS   Policy   Committee   Meeting   Minutes
(Attachment   A)

4) Staff   Report   (Attachment   B)
5) 2022-2023   Unified   Planning   Work   Program   (Attachment   C)

Staff   Report
Metropolitan   planning   organizations   (MPOs)   are   required   to   create   a   Unified   Planning   Work
Program   (UPWP)   that   documents   the   metropolitan   transportation   planning   activities   to   be
performed   in   compliance   with   federal   regulation.   The   transportation   planning   tasks   identified
in   the   UPWP   are   funded   through   a   combination   of   federal,   state,   and   local   sources.
The   Policy   Committee   previously   adopted   the   2022-2023   UPWP,   however,   staff   recently
received   guidance   from   MaineDOT   regarding   the   use   of   UPWP   carryover   funding.   The
2020-2021   UPWP   carryover   funding   needs   to   be   included   in   the   2022-2023   UPWP.   Task   5
outlines   the   amounts   and   uses   of   the   2020-2021   UPWP   carryover   funding.
Staff   has   developed   the   attached   revised   2022-2022   UPWP   for   the   Policy   Committees   review
and   approval.
Proposed   Action:    Approve   the   revised   2022-2023   Unified   Planning   Work   Plan   as   presented
for   submission   to   MaineDOT.

6) Work   Program   Budget   (Attachment   D)
Staff   Report
Staff   will   provide   the   Policy   Committee   an   update   on   the   status   of   the   2020/2021   UPWP
Budget.
Proposed   Action:    For   discussion   only

7) Transit   Updates
Staff   and   The   Community   Connector   will   provide   updates   on   transit   studies,   operations,   or
other   transit   related   items.
Proposed   Action:    For   discussion   only

8) Project   Updates
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Members   will   provide   updates   on   BACTS   funded   construction   projects   in   the   region.  
Proposed   Action:    For   discussion   only   

9) MaineDOT   Report
MaineDOT   staff   will   provide   an   update   on   any   MaineDOT   projects,   policies,   or   plans.
Proposed   Action:    For   discussion   only

10) Other   Business
Discussion   of   other   items   not   on   today’s   agenda.

11) Upcoming   Meetings
Policy   Committee   -   November   16th,   2021
Transit   Committee   -   December   1st,   2021
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Attachment A
BACTS Policy Committee Meeting
September 21st, 2021 via ZOOM

Minutes
Committee Members Affiliation

John Theriault Bangor
Aaron Huotari Bangor
Courtney O’Donnell Bangor
Jeremy Caron Brewer
Linda Johns Brewer
Victor Smith Hampden
Scott Perkins Hermon
Belle Ryder Orono
Rob Yerxa Orono
EJ Roach Old Town
John Rouleau Old Town
Laurie Linscott Community Connector

MaineDOT / FHWA
Darryl Belz, John Devin, Carlos Pena, Fred Michaud, Randall Barrows

Members of the Public
Laura Brown (RLS), Brad Lyon (Sebago), Abigail Smith (Brewer Housing
Authority), Eric Willett, Sharisse Roberts, Curtis Thompson (Sebago)

BACTS
Sara Devlin, Dianne Rice-Hansen, Paige Nadeau, Allen Cherkis

1) Call to Order
Meeting called to order by John Theriault at 9:30 A.M.

2) Public Comment
There were no public comments.

3) Approval of July 20th, 2021 BACTS Policy Committee Meeting Minutes
John Devin provided minor updates to item 12 of the July 20th, 2021 Minutes. Minutes have
been updated to reflect changes. Jeremy Caron made a motion to approve, with changes as
noted, seconded by Aaron Huotari. Roll call was taken, unanimously approved.

4) Staff Report
Staff provided the committee with the monthly staff report.
Sara Devlin informed the Committee that Connie Reed has moved on to a new position,
currently accepting applications for a Planner through September 30th.
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5) 2021-2024 TIP Amendments
Staff Report
All federally funded projects must be in the State Transportation Improvement Program
(STIP) and the Metropolitan Planning Organization’s Transportation Improvement Program
(TIP) in order to receive federal funding. These projects are located in the BACTS area and
are funded with the Federal Highway Administration and Federal Transit Administration
funds. BACTS must update the TIP when there is a change to any project such as a funding
increase or a request to add a project to the TIP. Those changes must also be reflected in
the MaineDOT STIP. MaineDOT must receive the BACTS Policy Committee endorsement
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
BACTS website for a 10-day public comment period. MaineDOT is seeking a TIP
amendment for the following:

a) MaineDOT is proposing to transfer $1,790,800 from FFY2020 and FFY2021
Section 5339 Bus and Bus Facilities Statewide National Distribution to the City of
Bangor, as allowed by 49 USC 5339(e)(1), for the construction of the new transit
center. This funding will supplement other funds already secured for the project.

The amendment was posted for public comment on August 25th. Public comment period
closed September 9th at 4:00 p.m., one public comment was received.
Proposed Action: Approve the proposed TIP Amendment to transfer $1,790,800 of 5339
FTA funding to WIN 022779.20 Authorize BACTS staff to process the TIP Amendment with
MaineDOT to be included in the STIP.
Belle Ryder made a motion to approve the TIP Amendment as written, Victor Smith
seconded. Roll call was taken, unanimously approved.

6) RLS Report Presentation
Staff Report
Over the past several months, RLS has conducted one on one interviews with the
Community Connector, transit partners, BACTS and MaineDOT regarding the coordination,
organizational structure, and administration of the transit system in the BACTS region. RLS
has also researched peer agencies (similar size, region, and ridership) organizational
structure and governance. As a result of the interviews and peer reviews, RLS developed
short, mid, and long range recommendations for changes to the organizational structure of
the Community Connector for consideration. Laura Brown, Project Manager for RLS will
provide a presentation on the RLS work and recommendations. Laura also presented to the
BACTS Transit Committee.
Proposed Action: For discussion only
Laura Brown provided a brief presentation for the final RLS Report and recommendations.
Discussion ensued on what the next steps for this process are. A letter of support was
discussed and the group decided that an interim letter of support would be a good course of
action, supporting the research done thus far and encouraging the BACTS Transit
Committee to research the next steps in the process including holding presentations with
member councils and what implementation of the recommendations would look like for
members. Courtney O’Donnell added that while the final decision will be Bangor’s, as the
recipient of the funding, the City Council would like to stress the importance of hearing input
from all members their thoughts on the recommendations and how to proceed. Sara Devlin
will draft a letter of support from the Committee and send it to the members for their review.
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7) Orono Study Presentation
Staff Report
The focus of the Orono Traffic Signal Coordination and evacuation plan was to to develop
special event programming for use during major special events at the University of Maine,
Orono. A secondary but related focus for this study will be to produce additional
recommendations for an evacuation plan on the local transportation system, in case of a
major emergency on campus where students, staff, and faculty would need to leave the
campus as quickly as possible without significantly hindering the arrival of first responders.
The Advisory committee met on September 2nd, 2021 to review the draft report. Brad Lyons,
the Project Manager from Sebago Technics will present the study findings to the Policy
Committee.
Proposed Action: For discussion only
Brad Lyons from Sebago Technics provided a brief presentation overview of the Traffic
Signal Coordination Study and Evacuation Plan for Orono.
Discussion ensued after the presentation comparing various types of technology, associated
costs, and region wide implications. Sara Devlin added that the report will be discussed at a
smaller workgroup level and the results of these conversations will be brought to the
Committee at a later date. Sara Devlin also added that staff will review the budget surplus
for this project and get back to the Committee with options.

8) 2022-2023 Unified Planning Work Program Development
Staff Report
Metropolitan planning organizations (MPOs) are required to create a Unified Planning Work
Program (UPWP) that documents the metropolitan transportation planning activities to be
performed in compliance with federal regulation. The transportation planning tasks identified
in the UPWP are funded through a combination of federal, state, and local sources.
Staff has developed the attached draft 2022-2022 UPWP for the Policy Committees review
and approval.
Proposed Action: Approve the Draft 2022-2023 Unified Planning Work Plan as presented
for submission to MaineDOT.
Sara Devlin provided a brief presentation. Sara Devlin noted that with updated census
information the local portion may be broken out differently during the UPWP.
Belle Ryder made a motion to approve the UPWP outline as written, Linda Johns seconded
the motion. Roll call was taken, unanimously approved.

9) Work Program Budget
Staff Report
Staff will provide the Policy Committee an update on the status of the 2020/2021 UPWP
Budget.
Proposed Action: For discussion only
Sara Devlin provided an update. There is a projected surplus that should be allowed to be
rolled to the next contract period, Sara Devlin will let the committee know once she receives
definitive answers from the State.
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10) Transit Updates

Staff and The Community Connector will provide updates on transit studies, operations, or
other transit related items.
Proposed Action: For discussion only

John Theriault provided an update on the transit center, contractors are supposed to start
work this week. Laurie Linscott provided an update. Community Connector is still running
short staffed, ridership is increasing, staff are excited for the transit center, and Community
Connector is hopeful for new hires due to competitive wage offerings from union
negotiations. Sara Devlin updated the committee on the first Transit Newsletter which should
be published later this month.

11) Project Updates

Jeremy Caron provided an update on Brewer projects
● North Main Street job is being worked on, storm drain to be worked on this fall.

John Theriault provided an update on Bangor projects
● Stillwater Avenue paving work is being worked on.
● State and Hancock sewer project is being wrapped up.

John Rouleau provided an update on Old Town projects.
● Bonded $3M for paving, spent $2.5M so far. South Main from Center to the Orono line,

mill and fill, new sidewalk, primarily complete.

12) MaineDOT Report
John Devin provided an update

● Interstate work through Bangor -
○ NB and NB Ramps to be completed this year to Old Town
○ SB Travel lanes, ramps south of Stillwater to be completed next year

● 8 Bridges Projects in Hampden - Pavement preservation was scheduled for 2023 but if
they get done soon enough they may be late next season.

● Exit 197 (Route 43 I-95 Overpass Bridge) - Plan is to have the bridge open to two lanes
of traffic by mid to late October.

13) Other Business

None to report.

14) Upcoming Meetings
Transit Committee - October 6th, 2021
Policy Committee - October 19th, 2021

Belle Ryder made a motion to adjourn. Linda Johns seconded. The motion was approved
unanimously. Meeting ended at 11:10 A.M.
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Attachment B 
Staff Report 

November 2021
Audit - The financial review and overhead audit for FYE 06/30/2021 have been completed.

Bus Stop Designation Project - Staff met with Community Connector staff to discuss route changes, and
infrastructure challenges with proposed stops. Staff is going to review the routes and stops, and provide a
proposed stop list to the Community Connector to review.

Studies

BACTS Regional Signal Inventory and Assessment
Sebago completed the infield inventory and is compiling the information.

Orono Signal Coordination and Evacuation Study
All counts have been collected and reports sent to Sebego to develop timing plans for the signals along
Stillwater Avenue from College Ave to I-95 and Route 2/Park Street/Main Street from College Ave to Pine
Street. These timing plans will be put in place to aid in the movement of traffic along these corridors until
study recommendations can be implemented in 2026

Regional Collector Paving Assessment
Staff is working with MDOT on finalizing the Federal Classification to incorporate to the final study RFP.
Staff is scheduled to have the RFP complete by December.

Vulnerability Assessment RFP Development - Staff is working on developing an RFP for the vulnerability
assessment with Josh Rosen, a consultant hired by the City of Bangor. The goal is to select a consultant over
the next few months to be prepared to begin the assessment at the start of the calendar year.

Traffic Incident Management (TIM) - The Statewide TIM Group met in Augusta and Virtually to discuss the
draft final recommendations in the TIM Strategic Plan (here). Recommendations include Identifying a TIM
Champion for Maine; TIM Training and Outreach; Expand Programs Related to TIM; Collection of TIM
Performance Data; Formal Policies and Guidelines; After Action Reviews; New TIM Technologies. BACTS is
working on the next Statewide TIM contract proposal. BACTS intends to continue managing the Statewide
contract, facilitating regional meetings and organizing the TIM Responder Training Classes. As part of the next
annual Statewide contract BACTS will be working with IBI Group and MaineDOT to implement these
recommendations.
There was one TIM Responder Training held at the Cumberland Fire Department Community Room. Staff met
with representatives from MaineDOT and the Penobscot County Sheriff's Office to discuss a Drone Program.
Staff met with representatives of Washington County EMA, Washington County Sheriff’s Office, Maine DOT
and the Maine State Police to discuss starting a TIM Group in Washington County.

Penobscot Rural Contract - Staff met with the Town of Howland, Patrick Adams and Doug Beck in Howland
to do a site review of a trail/sidewalk project to see if it was eligible for their funding. Both Patrick Adams and
Doug Beck agreed this was a good and eligible project under both of their programs. Staff attended a webinar
on Recreation Economy for Rural Communities to see if this program would be something the Town of
Howland should apply for. This grant program is for technical assistance that would help the Town with
facilitating public input on the Trail/sidewalk project.
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Old Town Signal Project Update - The final PIC submission should be completed soon and ready to submit
to MaineDOT. Sebego is still waiting on foundation designs from MaineDOT. The project is still scheduled to be
put out to bid in 2022

Data Collection - Staff completed traffic counts for the town of Orono at Forest Avenue and Essex Street.
These counts are currently being processed.

Traffic Signal Technician Curriculum -Staff met with representatives of the United Technologies Center in
Bangor, Maine DOT and the City of Bangor to tour the UTC campus and talk to educators. There have been
ongoing discussions about developing a curriculum to train Traffic Signal Technicians. The City of Bangor and
MaineDOT see this as a dire need, as the workforce to do this type of work is not readily available. A traffic
signal technician not only has to be an electrician but they need the understanding of how signal systems,
controllers, and the mechanisms inside a controller cabinet work. This is not something readily taught during a
typical electrical program. The goal is to develop the curriculum to be taught not only to high school juniors and
seniors but to adult ed and apprenticeship programs. Once developed this curriculum could be shared with
other technical schools throughout the state.

Meetings and Conferences
● NOCoE - Talking TIM Webinar Series
● EDC 6 NextGen TIM - Local TIM Program Workshop.
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Unified Planning Work Program

2022 - 2023
January 1st, 2022 through December 31st, 2023

Approved by the BACTS Policy Committee on September 21st, 2021

12 Acme Road, Suite 104 ▪ Brewer, Maine 04401 ▪ (207) 974-3111 ▪ www.bactsmpo.org

Attachment C
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Introduction
The Bangor Area Comprehensive Transportation System (BACTS) is a Metropolitan Planning
Organization (MPO) designated by the federal and state government to carry out a
comprehensive, continuing, and cooperative transportation planning process for urbanized
areas (as defined by the U.S. Bureau of the Census). BACTS’ mission is focused on improving
transportation in the greater Bangor region. The BACTS region includes 10 municipalities and
Penobscot Indian Island.

BACTS evaluates and
programs transportation
improvement projects
throughout the region. BACTS
also facilitates communication
between its member
communities, the regional
transit agency, and state and
federal transportation agencies.

BACTS receives just under $1
million dollars for a two year
planning program and
approximately $2 million
annually for capital funding.

BACTS is governed by a Policy
Committee made up of
municipal officials from member
communities, a representative
from Maine Department of
Transportation (MaineDOT),
Federal Transit Administration
(FTA) and Federal Highway
Administration (FHWA). The
BACTS Policy Committee has
the responsibility of planning
and prioritizing transportation
improvement projects funded in
part by the U.S. Department of
Transportation (USDOT) with
funds provided through FHWA and FTA.

There is one fixed route transit operator in the greater Bangor Urbanized Area (UZA), the
Community Connector. The Community Connector serves the municipalities of Bangor, Brewer,
Hampden, Veazie, Orono, Old Town, and the University of Maine. BACTS also serves as a
convenor for the municipalities contributing to the community connector to meet and discuss
operations, budgets and capital plans.

BACTS’ primary responsibility as an MPO is to establish a setting for effective decision making
in the metropolitan area and develop regional planning products. This includes the Unified
Planning Work Program (UPWP), long-range Metropolitan Transportation Plan (MTP),
Transportation Improvement Program (TIP), Public Participation Plan (PPP), and an annual list
of projects for which federal transportation funds are obligated. These plans and programs
coordinate various elements of transportation networks into one cohesive regional

BACTS 2022-2023 Unified Planning Work Program Page 1
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transportation system, determine goals and evaluate options, track performance, identify
investment priorities, and document how federal transportation funds are spent in the region.

BACTS mission is to provide for the safe, economical, efficient, effective, and convenient
movement of people and goods over a multimodal transportation system compatible with the
socioeconomic and environmental characteristics of the region. The two year work plan focuses
on supporting the BACTS mission. Highlights of the work completed in the 2020-2021 two year
work plan can be found here.

Federal Planning Factors
The Fixing America’s Surface Transportation Act (FAST Act) requires that ten specific planning
factors can be considered by MPOs in the development of their UPWPs. The following matrix
illustrates the planning factors considered in each of the UPWP tasks.

Planning Factors
Task 1 -

Administration
and

Coordination

Task 2 -
Programming

Task 3 -
Data and
Studies

Task 4 -
Planning

Task 5 -
Unallocated
2020-2021

Support economic vitality of
the urbanized area X X X X X

Increase safety of
transportation system for

motorized users
X X X X X

Increase security of
transportation X X X X X

Increase accessibility and
mobility options for people

and freight
X X X X X

Protect and enhance the
environment, promote energy

conservation, and improve
quality of life

X X X X X

Enhance integration and
connectivity of transportation
system, across modes, for

people and freight

X X X X X

Promote efficient system
management and operation X X X X X

Emphasize preservation of
existing transportation system X X X X X

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

transportation

X X X X X

Enhance travel and tourism X X X X x

BACTS 2022-2023 Unified Planning Work Program Page 2
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Performance Based Planning
Under the performance-based approach to transportation decision making, the metropolitan
transportation planning process must include the establishment of performance targets that
address the performance measures or standards established by the Federal Highway
Administration (FHWA) and the Federal Transit Administration (FTA) to use in tracking progress
toward attainment of critical outcomes for the region in support of national transportation goals.

For each roadway performance measure, BACTS is required to establish a regional
performance target or adopt and support the MaineDOT established target and therefore agree
to plan and program projects that contribute toward meeting the targets. PM-1 Safety targets
are updated annually. PM-2 Infrastructure Condition and PM-2 System Performance targets are
based on a 4-year performance period. The first performance period is 2018-2021. Separate
2-year and 4-year targets are established for various particular measures under PM-2 and
PM-3.

Transit performance measures require that BACTS establish initial regional performance targets
for both Infrastructure Condition (Transit Asset Management State of Good Repair) and Safety.
An MPO may choose to set new regional transit performance targets more frequently; however,
regional transit performance targets are required to be updated with the preparation and
submission of the system performance report that is required as part of the Metropolitan
Transportation Plan (MTP).

BACTS is responsible for integrating performance measures in plans and programs, including
providing a system performance report in the MTP which provides a description of the
performance measures and targets used to assess system performance, evaluate the
performance of the transportation system with respect to the performance targets and report on
progress made. BACTS must integrate the goals, objectives, performance measures, and
targets described by providers of public transportation. The BACTS Performance Measures
Report and adopted targets can be found here.

BACTS 2022-2023 Unified Planning Work Program Page 3
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2022 - 2023 UPWP Proposed Tasks and Activities
The following task for the 2022-2023 UPWP reflects the priorities developed by the BACTS
membership. Each task is funded through a combination of federal, state and local funding, and
are completed by BACTS staff and consultants.

Task 1 - Administration and Coordination

Objective
This task largely focuses on the management of the BACTS committees (Executive, Policy, and
Transit) as well as other additional ad hoc committees developed as needed. Under this task,
BACTS staff will facilitate the management and supporting administrative tasks necessary for
the operation of the MPO. BACTS will continue to build professional skills, which will allow staff
to respond to our region's transportation needs. Another critical role of Task 1 is public
engagement with the citizens of the BACTS region on transportation policy, planning, and
projects. Task 1 also includes BACTS work on Traffic Incident Management in the greater
Bangor region. The focus of this work is to improve safety for the traveling public and first
responders through coordination, communication, and training.

Activities
MPO Management

● MPO Management - General management and administration of the day to day activities
of the MPO, including human resource functions.

● Accounting and Financial Management - Prepare invoices and maintain general ledger,
prepare program budgets, prepare financial information for annual review/audit, as
required by federal and state governments.

● Transit Financial Plans - Work with City of Bangor/Community Connector to
cooperatively develop a 3-Year Projected Operations Financial Plan and 10-Year Capital
Plan.

● UPWP Development and Administration - Administer 2022-2023 Cooperative Agreement
and any related consultant contracts or agreements relevant to the fulfillment of the
2022-2023 UPWP, complete annual reports, prepare amendments, as required, develop
2024-2025 UPWP.

Professional Development

● Training and Conferences - Attendance at workshops, conferences, and training classes
to develop the analytical skills and maintain knowledge of current regulations and
planning practices. Participate in various webinars, workshops, and training geared to
increasing public participation in the transportation planning process.

● Professional Memberships, Subscriptions, and Affiliations - Participation in professional
organizations, subscriptions to stay current on regulations and planning practices,
advance technical, professional and outreach skills.

● Technical Programs, Manuals, and Publications - Purchase of technical programs,
software and/or guidance and reference manuals.

BACTS 2022-2023 Unified Planning Work Program Page 4
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Engagement

● Public Participation Plan (PPP) - Follow the procedures outlined in the public
participation policy as adopted by the Policy Committee for each plan or program, review
and update PPP, as deemed necessary through the planning process.

● Website and Social Media - Manage and update the BACTS website and social media
pages to provide public notification and access to meeting agendas and related
materials, as well as other documents and communications in support of transportation
planning programs.

● Public Information/Education - Attend local public/group meetings to provide input and
information, answer inquiries and provide guidance as requested. Review and update the
Interested and Affected Parties List on an ongoing basis.

● Title VI/Environmental Justice/Non-Discrimination Plan - Review and update Title
VI/EJ/Non-Discrimination Plan, prepare annual report of BACTS Goals and
Accomplishments.

Coordination

● MPO Operations - Direct and coordinate the continuing, cooperative, and
comprehensive metropolitan transportation planning process, facilitate and support the
BACTS Policy Committee, Executive Committee, and Transit Committee, provide
assistance on various planning study advisory committees at the local level, coordinate
basic functions among federal, state, and local agencies including FHWA, FTA, and
MaineDOT. Additionally serve as a member of the State of Maine Public Transit Advisory
Council, Maine Transit Association, Black Bear Orono Express Shuttle Committee
(non-voting member), and the Community Connector ADA Paratransit Appeals
Committee.

● Interagency Collaboration - Attend MaineDOT/MPO Quarterly meetings, attend various
collaborative meetings, and/or workshops.

TIM Group

● Management and Coordination- Provide administrative services, train first responders in
the area, conduct after-incident reviews, develop performance measures to reduce
delays, and improve safety during incidents. Attend and participate in the Statewide TIM
Group.

Product Schedule

Task 1 Budget Frequency
2022 2023

Q
1

Q
2

Q
3

Q
4

Q
1

Q
2

Q
3

Q
4

MPO Management $131,137 Ongoing x x x x x x x x

Professional Development $69,800 Ongoing x x x x x x x x

Engagement $35,700 Ongoing x x x x x x x x
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Coordination $118,200 Ongoing x x x x x x x x

TIM Group $17,100 Ongoing x x x x x x x x

Funding

Responsibility Estimated Costs Funding Source Amount

BACTS $331,937 FHWA PL $267,132

Consultant $0 MaineDOT $50,087

Direct Costs $40,000 Local $16,696

Total $371,937 FTA §5303 $38,022

In Kind $9,856

Total $381,793

Task 2 - Programming

Objective
To develop a fiscally constrained program of investments, in cooperation with the State and
public transit operator, reflecting investment priorities and making progress toward achieving
performance targets. The BACTS Policy Committee recently adopted the Transportation
Improvement Program Project Prioritization and Selection Policy (here), which outlines the
process and criteria by which projects are prioritized and selected for funding in the TIP. This is
the guiding document for activities performed in Task 2.

Activities
Project Selection and Prioritization

● The TIP subcommittee will review and amend, if necessary, the TIP Project Prioritization
and Selection Policy, to ensure efficient and equitable investments in the region. The TIP
subcommittee will then meet to work on the project selection process for a two year funding
cycle. This includes:

○ Preparing the Capital Workplan timeline and Request for Projects,
○ Compiling, reviewing, and scoring roadway project request submissions,
○ Hiring an Independent Contractor to develop project scopes and estimates,
○ Reviewing roadway projects on-site (project ride) with MaineDOT and FHWA staff,
○ Obtaining independent cost estimates from Maine DOT,
○ Preparing a final Workplan list for BACTS Policy Committee approval

TIP Documentation

● BACTS is required to maintain an up to date and accurate TIP document, for the eligibility
of Federal Highway Administration and Federal Transit Administration funding. BACTS staff
will develop an annual TIP document, provide public notice, and solicit comments in
accordance with BACTS PPP, review MaineDOT STIP for consistency with BACTS TIP, and
prepare revisions/amendments, as required. BACTS staff will also work with the Community
Connector to review, compile, and post listing of projects obligated in the previous federal
fiscal year.

BACTS 2022-2023 Unified Planning Work Program Page 6
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Ad Hoc Committee Support

● Signal Management Ad Hoc Committee - Organize and provide administrative support.
Incorporate suggestions and recommendations into future programming tasks and duties.

● Collector Paving Inventory Ad Hoc Committee - Organize and provide administrative
support. Incorporate suggestions and recommendations into future programming tasks and
duties.

Product Schedule

Task 2 Budget Frequency
2022 2023

Q
1

Q
2

Q
3

Q
4

Q
1

Q
2

Q
3

Q
4

Project Selection and
Prioritization $41,450

Annual Process -
Jan-June and as

needed
x x x x

TIP Documentation $43,400
Annual process
Dec-Jan and as

needed
x x x x

Ad Hoc Committee
Support $4,150 As needed

Funding

Responsibility Estimated Costs Funding Source Amount

BACTS $78,000 FHWA PL $51,200

Consultant $10,000 MaineDOT $9,600

Direct Costs $1,000 Local $3,200

Total $89,000 FTA §5303 $25,000

In Kind $6,100

Total $95,100

Task 3 - Data and Studies

Objective
Data collection and access to data is a critical function of BACTS, especially when developing
transportation plans, setting transportation policy, and when prioritizing transportation
investments. BACTS provides our members with the ability to collect traffic data and roadway
condition data, as well as providing data to MaineDOT to support their transportation planning
process. BACTS uses a variety of methods to communicate information developed through data
collection. BACTS produces graphic representation of data in maps, presentations, and in
studies. BACTS processes data from a variety of sources and databases, such as Mysidewalk
and Streetlight, which is accessible through paid subscriptions and MaineDOT memberships.
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BACTS will conduct a number of transportation studies in the region which address transportation
safety, mobility, and sustainability. BACTS strives to develop transportation plans with
recommendations that address BACTS’ performance targets and that are fiscally constrained.
During this two year work plan, BACTS will focus planning efforts on a regional vulnerability
assessment, which will be the first step towards a regional climate action plan. BACTS is not
programming the total amount of planning funding to allow for flexibility during the two year work
plan if additional planning needs arise for our members.

Activities
Data Collection

● BACTS staff will continue to work with members on traffic volume and turning movement
counts as requested from member municipalities. All the data collected will be
maintained in a database. Staff will manage the collection of other data that may be
required to carry out planning responsibilities, such as pavement condition, speed and
delay, signal timing and phasing, facility location, inventory information, and transit
related data. Staff will continue to incorporate My Sidewalk and Streetlight data where
appropriate, in planning activities. Staff will collect data to create databases to track
annual condition and/or performance of systems for each performance measure,
develop a performance report card (or dashboard) for each performance measure
describing baseline data, performance targets, progress, and current condition /
performance.

Inventories and Assessments

● Staff will also coordinate with the Community Connector to prepare a report of system
performance to show analysis of ridership, fares, expenses, revenues, miles, and hours,
collect and maintain data required to evaluate transit system condition and performance.
Additional evaluation of routes, designated stops and other transit related policies will be
conducted when necessary.

● BACTS staff will hire and manage consultants for the following work:
○ Conduct a vulnerable infrastructure assessment of the MPO region.
○ Conduct a study of which the BACTS Policy Committee has determined to be of

importance for the continued success of long term transportation planning within
the region, as determined in the beginning of the second calendar year of the
UPWP.

Geographic Information System (GIS)

● Staff will use GIS to display demographic and land use information with traffic and
transportation network inventory data to be utilized as a comprehensive planning tool.
Staff will gather and organize GIS data obtained from planning studies, MEGIS,
municipalities, U.S. Census, to ensure the data is useful to BACTS members. BACTS
will create maps using data to insert in planning documents, for use at meetings, or for
MPO decision-making.

Performance Measures

● Staff provide information to the BACTS Policy committee to develop, or agree to support
the MaineDOT-developed performance targets. BACTS will integrate performance
measures into plans and programs, develop performance target reporting, data
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collection and analysis procedure and track safety related performance target progress.
BACTS will continue to monitor safety conditions in the BACTS region.

Product Schedule

Task 3 Budget Frequency
2022 2023

Q
1

Q
2

Q
3

Q
4

Q
1

Q
2

Q
3

Q
4

Data Collection $64,900 Ongoing x x x x x x x x

Inventories and Assessments $91,500 Ongoing x x x x x x x x

GIS $58,800 Ongoing x x x x x x x x

Performance Measures $8,300 Ongoing x x x x x x x x

Funding

Responsibility Estimated Costs Funding Source Amount

BACTS $156,000 FHWA PL $158,800

Consultant $50,000 MaineDOT $29,775

Direct Costs $17,500 Local $9,925

Total $223,500 FTA §5303 $25,000

In Kind $6,100

Total $229,600

Task 4 - Planning

Objective
Transportation planning is a core function of BACTS. BACTS strives to develop transportation
plans that result in a safe, interconnected, multimodal transportation network. BACTS
transportation planning focuses on increasing safety for all users of the transportation system by
promoting a greater awareness of transportation safety design and practice .

Activities
Multimodal Planning

● Regional transportation planning focuses on the safe and efficient movement of
users across all modes. BACTS staff will continue to plan for an inclusive
transportation network, with the following activities:

Bicycle and Pedestrian Planning
○ Technical Assistance - Provide advocacy and assistance to ensure bicycle and

pedestrian facilities are considered during the planning and programming process
for new-construction and reconstruction projects within the BACTS area.

○ Committee Participation/Interagency Collaboration - Participate in Statewide Active
Community Environment Workgroup (ACEW), participate in Maine Bicycle and
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Pedestrian Council, participate in State of Maine Interagency Bicycle, Pedestrian
Safety Workgroup, coordinate with Bicycle Coalition of Maine for regional projects,
and support Maine Department of Transportation Heads Up.

Rail Planning
○ Data Collection and Analysis - Monitor and update information as needed and utilize

data to effectively plan for both passenger and freight rail opportunities within the
BACTS region.

Transit Planning
○ Bus Stop Design Best Practice Guidance - Finalize and facilitate the adoption of the

Regional Bus Stop Policy.
○ Plan for the implementation of transit technology as recommended in the 2019

Transit Study.
○ Transportation Demand Management (TDM) - Provide technical assistance to local

employers and businesses to develop TDM programs which reduce single
occupancy vehicle travel and promote alternative modes of transportation for
employees and visitors, develop listing of available facilities, services, and
resources for SOV alternative transportation options.

○ Structural Analysis Recommendations - Implement recommendations from
structural analysis performed in 2021.

Transportation Safety Planning

● Monitor and update information as needed from MaineDOT’s statewide database and
reports to analyze area crash statistics, identify contributing factors at problem locations.
Staff will develop appropriate countermeasures, use GIS mapping tools as appropriate to
focus on crash locations with identifiable deficiencies in infrastructure, geometrics,
excessive speed, signal length and/or coordination, etc. Staff will provide information to the
BACTS Policy Committee to develop, or agree to support the MaineDOT-developed, PM1
Safety performance targets and integrate performance measures into plans and programs,
develop performance target reporting, data collection and analysis procedure and track
safety related performance target progress.

Metropolitan Transportation Plan (MTP) Update

● The MTP is the long-range transportation plan for the metropolitan area detailing both
long- and short-range regional strategies and actions to implement goals and policies to
facilitate the efficient movement of people and goods. The MTP addresses current and
future transportation demand and identifies the region’s goals and investment priorities
for a 20 year planning horizon. The MTP is prepared through active engagement with
the public and stakeholders.

● The MTP is a long range planning tool for the MPO, as such, the MTP must have
tangible, achievable goals. These goals will be achieved through proper prioritization of
funding in the UPWP and the Transportation Improvement Program (TIP) which
identifies activities that align with the region's priorities. The BACTS Policy Committee
has identified the priorities for the next MTP, which can be found here.
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Product Schedule

Task 4 Budget Frequency
2022 2023

Q
1

Q
2

Q
3

Q
4

Q
1

Q
2

Q
3

Q
4

Multimodal Planning $30,800 Ongoing x x x x x x x x

Transportation Safety Planning $10,600 Ongoing x x x x x x x x

MTP $215,600 Ongoing x x x x x x x x

Funding

Responsibility Estimated Costs Funding Source Amount

BACTS $202,000 FHWA PL $147,200

Consultant $50,000 MaineDOT $27,600

Direct Costs $4,000 Local $9,200

Total $257,000 FTA §5303 $73,000

In Kind $18,200

Total $275,200

Task 5 - Unallocated 2020-2021 UPWP Funding

Objective
2020-2021 UPWP tasks were impacted by the COVID-19 pandemic, which resulted in a surplus
of funds, unallocated during the 2020-2021 planning cycle. MaineDOT is allowing a one time
carryover of unallocated 2020-2021 funds to be programmed in the 2022-2023 UPWP, not to
exceed 15% of the total 2020-2021 UPWP budget. Task 5 outlines the activities to be
programmed with the 2020-2021 UPWP carryover funding.

Activities
Studies

● BACTS Regional Traffic Signal Inventory - This study was programmed in 2021 in
anticipation that it would carryover to 2022. Sebago will continue to work on the current
contract.

● BACTS Policy Committee previously approved hiring a consultant for a Regional
Collector Paving Inventory and Analysis. This work will be budgeted with 2020-2021
UPWP carryover funding.

● Regional Climate Action Plan Development- BACTS will contribute funding towards the
development of a Regional Climate Action Plan.
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Product Schedule

Task 5 Budget Frequency
2022 2023

Q
1

Q
2

Q
3

Q
4

Q
1

Q
2

Q
3

Q
4

Studies $125,000 Ongoing x x x x

Funding

Responsibility Estimated Costs Funding Source Amount

BACTS $30,000 FHWA PL $100,000

Consultant $95,000 MaineDOT $18,750

Total $125,000 Local $6,250

Total $125,000

UPWP Adoption and Amendment/Revision Process
The 2022 - 2023 UPWP is considered and approved by the BACTS Policy Committee prior to
submission to MaineDOT for review. Upon satisfactory review, MaineDOT forwards the UPWP
to FHWA and FTA for their review and approval. The UPWP is the basis for the biennial
cooperative agreement which provides the funding for BACTS to carry out planning activities,
MaineDOT and FHWA/FTA must indicate concurrence with the elements of the UPWP prior to
the execution of the biennial cooperative agreement, and BACTS must receive a letter of
authorization to proceed prior to beginning work and incurring expenses.

Amendments or revisions to the UPWP are considered and approved by the BACTS Policy
Committee then submitted to the MaineDOT MPO Coordinator via email. Amendment requests
are reviewed by the MaineDOT MPO Coordinator and MaineDOT Multimodal Planning &
Operations Section staff (if applicable) and forwarded to FHWA and/or FTA for review and
approval. Revisions do not require approval.

An amendment is a:
● change to the federally approved total planning budget;
● change to the scope of federally approved task;
● addition or deletion of a task.

A revision is a:
● change that does not change the FHWA/FTA approved total planning budget;
● change that does not change the scope of the federally funded work task.
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BACTS Budget Summary 2022-2023 Unified Planning Work Program

Task Project
Funding Source

TotalFHWA PL MaineDOT Local FTA §5303 In Kind

1 Administration and Coordination $267,132 $50,087 $16,696 $38,022 $9,856 $381,793

2 Programming $51,200 $9,600 $3,200 $25,000 $6,100 $95,100

3 Data and Studies $158,800 $29,775 $9,925 $25,000 $6,100 $229,600

4 Planning $147,200 $27,600 $9,200 $73,000 $18,200 $275,200

5 Unallocated 2020-2021 $100,000 $18,750 $6,250 $0 $0 $125,000

Totals $724,332 $135,812 $45,271 $161,022 $40,256 $1,106,693

Task Project
Breakdown of Costs

TotalBACTS Consultant Direct Costs

1 Administration and Coordination $331,937 $0 $40,000 $371,937

2 Programming $78,000 $10,000 $1,000 $89,000

3 Data and Studies $156,000 $50,000 $17,500 $223,500

4 Planning $202,000 $50,000 $5,000 $257,000

5 Unallocated 2020-2021 $30,000 $95,000 $0 $125,000

Totals $797,937 $205,000 $63,500 $1,066,437

Municipality %* 2022 2023 Total**

Bangor 52.593% $10,261 $10,261 $20,522

Bradley 0.755% $147 $147 $295

Brewer 13.525% $2,639 $2,639 $5,278

Hampden 5.491% $1,071 $1,071 $2,143

Hermon 0.261% $51 $51 $102

Milford 3.298% $643 $643 $1,287

Old Town 9.828% $1,917 $1,917 $3,835

Orono 11.849% $2,312 $2,312 $4,624

Orrington 0.796% $155 $155 $311

Veazie 1.602% $313 $313 $625

*Ratio based on municipal percent of total Decennial Census Urban Population and percent of total VMT
**Note - Total equals 2022-2023 FHWA PL Local Match only, Carryover funding from 2020-2021 was paid in prior year.
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Attachment D
BACTS UPWP DOT Contract - Figures updated through 10/31/2021

Update Monthly Contract to Date Trend Forecasted Trend Includes approximate future one time expenditures.

TASK PROJECT Total 
Allotted Total Spent In Kind Total 

Remaining
Actual % 

Usage

Amount 
spent should 

be as of 
10/31

Variance

Total 
Remaining 

(Less In 
Kind)

Projected 
Salary

Projected 
Indirect

Projected 
Direct 

Expenses

Est. 
Remaining 

Comments (Note all figures in comments are approximate)

1 Administration/Coordination $290,414 $269,065 $0 $21,349 92.65% $266,213 -$2,852 $21,349 $10,261 $12,723 $244 -$1,880

2 Professional Development $40,000 $33,438 $0 $6,562 83.60% $36,667 $3,228 $6,562 $1,334 $1,654 $2,331 $1,243 Includes $1.5k for Planner Hiring Expenses

3 Data Collection & Database Management $115,000 $61,744 $0 $53,256 53.69% $105,417 $43,672 $53,256 $2,866 $3,553 $556 $46,281

4 GIS and Demographic $55,000 $34,838 $0 $20,162 63.34% $50,417 $15,579 $20,162 $874 $1,083 $504 $17,702 Includes $500 for additional ESRI License

5 Public Outreach $9,000 $20,541 $0 -$11,541 228.24% $8,250 -$12,291 -$11,541 $402 $498 -$4 -$12,437
Overage primarily driven by new website (contract with Pulse and 
increased staff time to update and ensure compliance with Title VI)

6 Bicycle and Pedestrian Planning $30,000 $4,436 $0 $25,564 14.79% $27,500 $23,064 $25,564 $253 $314 $2 $24,995

7 Transportation Safety $5,000 $1,518 $0 $3,482 30.35% $4,583 $3,066 $3,482 $52 $64 $0 $3,367

8 Traffic Incident Management $28,000 $17,063 $0 $10,937 60.94% $25,667 $8,603 $10,937 $938 $1,163 $43 $8,793

9 TIP Development $35,000 $48,521 $0 -$13,521 138.63% $32,083 -$16,438 -$13,521 $1,149 $1,425 $1 -$16,097 Updated TIP Scoring Process / Hired consultant

10 Metropolitan Transportation Plan Update $5,000 $6,817 $0 -$1,817 136.34% $4,583 -$2,233 -$1,817 $627 $777 $6 -$3,226
More work is being completed on this task than previously 
anticipated

11 Performance Measures $12,000 $4,176 $0 $7,824 34.80% $11,000 $6,824 $7,824 $264 $327 $2 $7,230

12 Studies $156,000 $96,760 $0 $59,240 62.03% $143,000 $46,240 $59,240 $1,110 $1,376 $29,001 $27,753

Studies update - Orono Traffic (Remaining on contract $30K (est 
$6.5k through YE)). Traffic Signal Inventory ($40K)(est $20k 
through YE)).

FHWA PL SUBTOTAL $780,414 $598,918 $0 $181,496 76.74% $715,380 $116,462 $181,496 $20,129 $24,957 $32,686 $103,724

13 Transit Planning $211,104 $151,095 $30,219 $29,790 85.89% $193,512 $12,198 $17,788 $6,481 $8,036 $67 $3,204

FTA 5303 SUBTOTAL $211,104 $151,095 $30,219 $29,790 85.89% $193,512 $12,198 $17,788 $6,481 $8,036 $67 $3,204

TOTALS $991,518 $750,013 $30,219 $211,286 78.69% $908,892 $128,659 $199,284 $26,610 $32,993 $32,753 $106,928

24 Total Contract Months

22 Number of Months into Contract

2 Remainder of Contract

91.67% % Into Contract
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