
ATTACHMENT A: SCOPE OF SERVICE 

 
Task 0: Project Management 
Project Management will be addressed throughout each of the milestone steps of the 
technical and engagement process. Project management will be initiated by preparing a 
Project Management Plan (PMP) and a Public Engagement Program (PEP) with staff from 
the MPO and the university. Bill Troe will be responsible for working with MPO staff and 
others from the Steering Committee to prepare each of the documents and gain approval.   
 
        
Project management will also include: 
 Preparing monthly invoices and progress reports. 
 Bi-weekly coordination calls between the MPO project manager and Bill Troe. 
 Preparing meeting and workshop material for each milestone workshop and public 

meeting. 
  
The Project Management task will also establish a study Steering Committee. The 
Committee will include representatives from CAT, UND administration, student 
government, faculty representatives, the Transit Board, and the MPO. The Steering 
Committee will be responsible for reviewing material prepared by SRF and for directing 
selection of recommendations. It will be critical that members of the Steering Committee 
commit to participating in all of the workshop meetings as there will not be time to re-hash 
discussions from previous workshops and advance the study on the desired schedule. 
 
MILESTONE 1: ESTABLISH THE COMPATIBILITY OF 
MISSIONS/OPERATIONS/FINANCIAL PLAN 
It will be critical to ensure the viability of CAT to provide transportation is consistent with 
the current shuttle service mission by documenting goals of both UND and CAT are 
compatible. If through this early task it is determined that the programs are incompatible in 
how they provide service, how they prioritize customer groups (which CAT does not do), or 
in cost/funding structures, the fatal flaws will be documented, and the remainder of the 
work will be vacated. 
 
Milestone 1 work also provides the opportunity to discuss the benefits of cohesive branding 
between campus and city routes. The coordinated effort has the potential to benefit both 
partners and these opportunities should not be lost in a detailed cost discussion. 
 
The following work plan tasks are included in Milestone 1. 
 

Task 1: Cost Allocation Model 
East Grand Forks service costs are derived by CAT using a model based on revenue miles 
provided, revenue hours provided, and additional vehicles assigned in the peak. Critical to 
the modeling effort will be gaining an understanding of the need to include dial-a-ride 
service or not as the university area is already covered by service. The model is simple, 
clean, and entirely applicable for use in the proposed study. 
 
SRF will obtain the most current model from CAT for use in the task. The spreadsheet 
model assumptions on unit costs will be verified with CAT. SRF will obtain from 



University of North Dakota representatives’ similar information as is included in the CAT 
cost allocation model for the shuttle service.  
 
SRF will work with the Steering Committee in a workshop to develop key parameters of a 
coordinated/integrated concept. This step will be critical because CAT presently operates 
service in the University Drive corridor and throughout areas north of University Drive, 
which somewhat replicate parts of shuttle routes. The key deliverable will be a composite 
route and schedule concept for an integrated service plan. The concept will be critical to 
determining inputs (revenue miles, revenue hours, vehicles) for the cost allocation model. 
 
Included in this task will be a comparison of UND shuttle staffing plans (part and full-
time, operations and administration, maintenance, etc.) to CAT staff for the same range 
of overall service. Based on similar work experience, this step will be the first to really 
shed light on whether an integration concept is viable. Efforts to bring together part-time 
relative to more full-time workforces can be problematic and can be a fatal flaw. 
 
SRF staff will apply the modified cost model to develop a general incremental CAT cost 
and comparative current UND cost. The deliverable from the first task will be: 
 Comparison of unit costs by provider. 
 Incremental CAT costs to provide service. 
 Comparative cost estimate for operations and capital needs relative to current 

UND shuttle costs. 
SRF will provide documented service concepts, capital needs, and costs to the Steering 
Committee for review and discussion. SRF will facilitate a conversation with the partners 
regarding the compatibility of integrating shuttle service into CAT. If it is determined 
integration is not desirable for one entity or the other, the situation will be documented 
and parameters that need to be met if the concept is revisited in the future. 

 
MILESTONE 2: CONCEPTS AND SCREENING 
If it is determined integration is compatible within the cost and service structures of the partners, 
work will advance to setting up the details of how integration can occur. Details will include 
operations, fleet and other capital needs, staffing needs for operations/ maintenance/ 
administration, and parameters of how the university will go about paying CAT for service. 
Additionally, this milestone will include detailing how students, faculty, and staff will access 
each of the services relative to cur- rent parameters. 
 
The following work plan tasks are included in Milestone 2. 
 

Task 2: Agreement/Working Parameters 
The task will be accomplished through a combination of a one to one and a half day 
workshop including representatives from the range of UND participants, CAT, the City of 
Grand Forks, and the MPO. Through this workshop the committee will address: 
 Routing and Scheduling: SRF will bring to the workshop a general integration 

concept, which will be revised as a key deliverable of the workshop. We see 
preparing the integrated plan in the workshop setting as efficient as all partners will 
be able to under- stand the needs, abilities, and constraints of the other. 
Differences/compatibilities of scheduling will be addressed simultaneous with 
routing. The 15-minute headways provided on the shuttle service reflect a higher 
level of service than on CAT, which may lead to an equity issue. Concepts for 



addressing the service equity question will be addressed in the workshop. The 
Aviation Shuttle integration will require added discussion, because if operated as a 
regular fixed route, paratransit service will need to be provided within ¾ of a mile 
of the route. SRF is proposing the concept be discussed also as a flex route which 
has established time points for current stops, but no published route. Flex service is 
defined by FTA as demand-response which does not carry with it the requirement 
for separate complementary paratransit. SRF will confirm with NDDOT transit 
and FTA Regional representatives their interpretation of flex route service. 
 

 Staff: Once a concept of routing and scheduling is defined in the workshop, the 
task of developing a staffing plan will be addressed. The staffing plan will be the 
focus of the second day of the workshop. Critical to understand is through 
Milestone 1 is whether differences between how the shuttle service is presently 
staffed com- pared to CAT rules/guidelines represent fatal flaws to the concept. 

 
 

 Fleet Needs/Feasibility of Reusing the Current Shuttle Fleet: The current 
shuttle fleet, as with the CAT fleet, includes a range of vehicles by age and are 
vehicles configured differently than the CAT fleet. Through this task the 
compatibility of reusing the shuttle fleet and the cost and responsibility for 
immediate replacement (if required) will be discussed. 
 

 Rules for University Students/Faculty/ Staff: This task discussion will focus on 
how the university community pays and accesses an integrated concept. Will the 
current student fee structure be retained? Will/Should faculty and staff be added to 
the CAT fare free concept if their departments are participating in the cost of 
operations? 

 
Task 3: 5340(STIC) Target Review 
As university students are included in the Grand Forks population total, transferring 
shuttle riders and/or service miles to the CAT mix will improve Grand Forks’ standing in 
the analysis. Through reviewing the 2018 findings, attaining the thresholds in vehicle 
revenue miles per capita is likely, and meeting passenger trips per capita is possibly within 
reach. Meeting the thresholds would add over $400,000 in federal funding without 
requiring a local match. 
 
SRF will complete an analysis of the potential meet thresholds based on: 
 Adding miles to the CAT system. 
 Transferring shuttle riders to counted CAT riders. 

SRF will document the conclusions in a technical memorandum and present the 
information at the second-round workshop. 
 

MILESTONE 3: PREPARE THE PLAN 
Through this final project milestone details of the concept to be advanced to implementation will 
be prepared. Consistent with the first two milestones, central to Preparing the Plan will be a 
workshop with the Steering Committee to review and refine the recommended plan. 
 
SRF will facilitate a workshop in which key elements of the plan will be discussed, any lingering 
conflicts will be resolved, and agreements will be finalized for action by the participants. 



 
Following the workshop with the committee, SRF will facilitate the third public information 
meeting to present the concept to the range of university constituents, CAT board members, 
community leaders, and the general public. Material presented at the public meeting will be 
complete to the point of draft recommendations so that following the meeting the report 
document can be prepared. 
 

Task 4: Public Involvement 
Key elements of the public involvement plan completed throughout the project are: 
 Steering Committee: The Steering Committee will be the primary working group 

for the project. SRF will facilitate three work- shops with the Steering Committee. 
These workshops will range from approximately three hours for the first and third 
with the second, when much of the concept is developed, will be completed over 
the course of two days. It is likely the Committee will also be brought together in a 
video conference between the second and third workshops. The purpose of this 
conference would be to address action items from Workshop 2. 
 

 Public Meetings: SRF will facilitate three public meetings held in the late afternoon 
or evening of the workshop days. Each public meeting will follow material 
discussed throughout the workshops, including: 
1. Input on current services (pros and cons), integration fatal flaws if they exist, 

and general parameters of a concept. 
2. Overview of the concept including schedule, fare/funding/financing, rout- ing, 

rules of access, etc. 
3. Draft findings and implementation schedule. 

 
 Material for MPO, CAT, and university websites: Key deliverables and 

solicitations for input will be provided to web masters for each of the partners for 
uploading and distribution. 
The following public involvement information will be incorporated into the final 
document: 

o Public meeting material including comments received. 
o Ads for meetings. 
o Comments received through partner websites. 

 
Task 5: Document Preparation and Acceptance 
SRF will prepare a draft an final report for review by the committee and other MPO and 
university representatives as appropriate. The report will include: 

 Methods and Assumptions 
 Cost Allocation Model Inputs and Findings 
 Integrated Service Plan and Schedules 
 Implementation Plan 
 Public Engagement Input 

Bolded items will be included only if the findings of Milestone 1 are to advance the concept 
of an integrated service concept through CAT. 
 
SRF will prepare an Executive Summary, which will be the initial public document for the 
project. 
 


