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Lesson #1 –

 
Define Your Project…Clearly!

“We thought we were buying new 
equipment…not a technology system.”

No understanding of what boxes could 
do versus what we wanted.

Conflicting directions cost time – and 
money.



Lesson # 2 –

 
Put the Right People on Your 
Steering Committee.

Identify stakeholders and get them to the table.

Need a cross-functional team – not an operations team.

Define roles and responsibilities – keep everyone 
talking.



Lesson # 3 –

 
Technology Impacts Behavior.

Don’t underestimate behaviors affected.

Don’t assume what your customers will do.

Open your ears – listen to what your team, drivers 
and customers are saying.  Then go see what can be 
done to make the situation better.



Lesson # 4 –

 
Reach Out to Your Customers      
Even Sooner Than You Think.

Drivers

Mechanics

Dispatchers/Supervisors

Customer service

Unions

Passengers

Community action groups 

Media 

Community partners

Internal: External:



Lesson # 5 –

 
Love Your Data, but Be Realistic.

Planners love data – drivers don’t. 

Neither do sales outlets.

Don’t make the data collection complicated.

47 of 49 key combinations used.



Lesson # 6 –

 
Allow Time in the Schedule for 
Field Testing.

Policies and rules could not be accommodated by the 
farebox.

Employee familiarization.

Customer familiarization.

All rules apply – 60 days later.

Fleet defect.



Lesson #7 -

 
Everyone Pulling Together Makes It 
Work.

GGT training staff developed training material – no off- 
the-shelf material fit our “complex” system.

Dispatchers worked hard to get the drivers in for the 
training while still meeting service needs.



Maintenance developed templates and processes that 
would help facilitate an install of 200 new fareboxes in 
under 72 hours… while still meeting routine 
maintenance and service needs.



Marketing developed customer outreach materials and 
delivered that valuable communication piece to our 
external customers.



Drivers took care of 
their customers.



And in the end…

We didn’t forget 
to celebrate!



AND Six Months Later…

Fleet retrofit.

Translink use is up.

Complaints are stabilizing.

Union issues.

Using the data.



Thank You

tmantony@goldengate.org
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