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Introduction 
 
 
PROJECT TITLE:  WAV ON DEMAND PILOT 
PROJECT ID:  CEEn_2018CPST_015 
PROJECT SPONSOR: UTA 
TEAM NAME:  Enginuity 
 
 
Utah Transit Authority (UTA) is exploring a partnership which would test the introduction of 
wheel chair accessible vehicles (WAVs) into a ride hailing platform, such as Uber or Lyft.  
UTA has partnered with the Utah Developmental Disabilities Council (UDDC) to provide 
funding towards operational costs. Per the UDDC funding, the pilot must provide transportation 
to passengers with developmental disabilities in Salt Lake County. Per the Federal 
Transportation Administration (FTA), the pilot must provide “equivalent service” for customers 
with disabilities. There are currently no reliable providers in the form of WAVs on demand in 
UTA’s service area. UTA believes that this pilot would expand transportation options for people 
with disabilities by providing: 
 

• On-demand service. 
• Flexible, same day trips 
• Affordable pricing 
• Priority for WAV requests 

  



 

Page 3 of 3 
 

Proposed Work Plan 
 
 
This pilot is the first of two planned phases. The intended goal for phase one of the project is to 
prove that WAV vehicles can be available on demand and to gain operational experience.   
 
Phase two will focus primarily on capturing the actual market of those who would benefit from 
the use of this service but cannot afford it. Being able to measure an affordability gap would 
provide data for future funding requests. 
 
UTA will be working with Lyft and Uber companies in providing a driver for each vehicle, as 
well as all vehicles need. They will also provide the necessary maintenance and changes that 
need to be adapted for each vehicle for WAV transportation as well as vehicle insurance.  
 
The Brigham Young University Capstone members will be working on analyzing data for 
optimal zone of transportation of pilot and practicality of location for highest use.  
 
The team will analyze cost per mile. This encompasses the driver, maintenance, vehicle 
insurance cost, as well as affordability for customers. Following a service plan report after the 
launch of pilot in January. The service plan will outline how the pilot is operating under original 
proposal and make necessary adjustments accordingly.   
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Schedule 
 
 

1. Service zone map & hours – Map and GPS coordinates for a geofenced service zone 
within Salt Lake County. Analyze data to estimate customer demand, determine optimal 
service zone, and days and hours of operation. Target date: October 15, 2018. 

 

2. Cost estimate spreadsheet – These are the costs to be paid by the Partner to UTA. Costs 
should be estimated as per vehicle per mile and total estimated cost per month. Target 
date: November 1, 2018. 
 

 

3. Service plan report – Report outlining how the pilot could launch, operate, and be 
measured. UTA plans to incorporate elements of the service plan report into the Partner 
procurement process. Propose a timeline to launch and prerequisites to launch. 
Recommend key performance metrics and how they could be tracked. Recommend 
optimal configuration for the vehicle’s wheelchair area and passenger seats. Identify 
marketing and communication needs, strategies to meet those needs, planned stakeholder 
outreach, and estimated marketing budget. Describe potential risks and mitigation 
options. Describe driver training plan, vehicle maintenance plan and insurance needs. 
Target date: November 15, 2018. 

 

4. Service plan presentation – PowerPoint or other presentation format for UTA executives. 
Target date: November 30, 2018. 
 

 

5. Cost audit spreadsheet – Measure and report on actual costs. Target date: March 1, 2019 
or two months after pilot launch. If costs are higher than estimated, suggest cost reduction 
options. 

 

6. Service audit report – Monitor and report on actual performance to key performance 
metrics. Target date: March 1, 2019 or two months after pilot launch. Where performance 
is lower than expected, suggest options to improve. Are there enough vehicles? Are these 
the right vehicles? Recommend continuous improvements based on lessons learned. 
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Facilities, Tools, Data and Equipment 

 
 
For phase one of the project, data will be collected from various resources to help in 
considering the most effective site for the pilot program. Data collected will include, but not be 
limited to: census data, paratransit trip data, data showing locations of important public 
buildings, and any ride-share data that may be available. Once data is gathered, the ArcGIS 
program will be used to help analyze and organize the data to show the most desirable site 
locations. 
 
For phase two of the project, once the pilot program has started, more data will be 
collected to estimate the cost to run and maintain the vehicles for the pilot program. Using 
Microsoft Excel this data will be analyzed and a cost-analysis produced. 
Other necessary items to complete the project include: Vehicles capable of providing 
transit for customers who use a wheelchair (provided by UTA), funding (collected by UTA and 
allowed for use in Salt Lake County), and drivers for the vehicles (to be provided by the 
rideshare company that UTA decides to partner with). 
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Project Budget 
 
 
Estimated hours to complete tasks: 
 

Task 1 – Recommended service zone map and hours of service – 20 HRS 

Task 2 – Cost estimate spreadsheet – 16 HRS 

Task 3 – Service plan report – 28 HRS 

Task 4 – Service plan presentation – 12 HRS 

Task 5 – Cost audit spreadsheet – 28 HRS 

Task 6 – Service audit report – 28 HRS 

 
Apart from time spent on the project, which will not require payment, there is also a 
set amount of funds that have been collected and are to be used on the project. As of today, the 
funds collected amount to $100,000 and are available to help with any phase of the project as 
deemed necessary. As part of the cost estimate for the project, these funds will be allocated and 
recommended for use as seen most fit and beneficial. 
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Deliverables 
 
 
• Monthly status reports including the following: 

o Progress made 
o Challenges encountered 
o Solutions to challenges 
o Goals for deadlines approaching 

• Recommendations for a proposed service zone and hours of operation 
o Using data collected and a spatial data analyses, a recommendation will be made 

for the best area to run the pilot program 
• A cost estimate spreadsheet including the estimated cost to fund the pilot program 

o This cost estimate will be estimated as cost per vehicle per mile and help to 
determine how many vehicles will run and for how long on the given funds 

• Service plan report is to include: 
o How the pilot program will launch, operate and be measured 
o A timeline for the launch of the program and any prerequisites to launch 
o Potential risks and mitigation options 
o Vehicle maintenance plan and insurance needs 

• Service plan presentation 
o This presentation will be prepared for and presented to UTA executives before pilot 

launch. 
• Cost audit spreadsheet 

o This spreadsheet is to be used to measure and report actual costs of the pilot after it 
has started 

• Service audit report 
o This report will be used to analyze the performance of the pilot and recommend 

areas where improvements can be made 
o Results of this report will assist in making recommendations on how to move 

forward with implementing the pilot into a regular program 
• A final poster with a summary of the project and results 

o This poster will be presented to other students, faculty, and UTA in the final 
undergraduate seminar of the semester 

• Final presentation for UTA 
o The final presentation will include a summary of work performed, goals achieved, 

improvements made, and recommendations for future implementation of the 
program 
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Performance Standards 

 
 
Enginuity will provide work for this Capstone project “as is” using best practices and with best 
effort.  Project results cannot be construed as work performed by licensed professionals and cannot 
be used as “stamped deliverables” without first being reviewed, approved and stamped by a 
qualified and relevant license professional engineer. 
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Statement of Qualification 

 
 
Enginuity brings project management experience, a functional level of GIS skill, formal education 
in transportation engineering, and a high level of motivation to make WAV’s available to residents 
of Salt Lake County.    
 
Nate Lant, Team Leader, has a proven ability to organize and lead projects. His wealth of 
experience in the transportation technology industry, as well as his experience as a Lyft driver 
qualifies him to lead this project. His personal networking efforts have yielded an abundance of 
professional connections the team can draw upon for this project.  
 
Matthew Strong is able to become an expert at any discipline. His strong academic and professional 
record support that. Matt’s intellect and commitment to excellence make him a great fit for this 
project where the majority of it is on the cutting edge of research. Matt is also a Lyft driver. 
 
Byron Yates has exceptional strength in bringing people together and making groups function 
smoothly. His leadership experiences in the US Army prove his ability to generate success. His 
professional experience focuses on construction efficiencies in project management and 
environmental sustainability. These strengths will add consistent, valuable input to the progress of 
this project. 
 
Cody Irons consistently produces the most practical solutions to problems. His wide-ranging 
experience from ranch-hand to structural analysis intern has displayed his ability to work 
exceptionally hard, and also to find efficient solutions. 
 
 
Work will be completed with the assistance of: 
 
Shaina Quinn, UTA Innovative Mobility Solutions Researcher 
Jaron Robertson, UTA Innovative Mobility Solutions Program Manager 
Ryan Taylor, UTA Coordinated Mobility Director 
Dr. Grant Shultz, BYU Faculty Advisor 
 
For a more complete list of individual qualifications, Enginuity team member resumes are included 
in Appendix A. 
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