RFP Comprehensive IT Strategic Plan
Pre-Proposal Meeting Minutes
July 27, 2022
Attached to the meeting minutes is the attendance list from the meeting.
Background on Laketran and our IT infrastructure
• Laketran’s IT Department was formed in 2020. It is a department of one.
• Transit software and hardware is unique to the transit industry and is proprietary.
• Laketran has invested over a million dollars in hardware and software to operate our
transit system.
• Cornerstone IT has been contracted as the MSP for many years.
• Each bus is effectively a server room and requires hands on for upgrades. Remote is
not feasible.
• Laketran has four remote locations.
• Laketran operates niche transit hardware and software, proprietary apps, and Microsoft
products. Includes SQL server and mirrored servers.
• There are opportunities to improve network security.
About the IT Strategic Plan
• Laketran has never performed an IT Strategic Plan before; we don’t know what we don’t
know.
• Develop a list of action items for short term and long term implementation. Identify low
hanging fruit.
• Identify best practices.
• Ground up review of IT systems and the IT Department.
• We are keeping an open mind to the outcomes of this plan and are looking the vendors
to provide their expertise and knowledge to help improve Laketran’s IT.
• Identify the number of employees to effectively run IT for Laketran. Identify how
contractors can or should be utilized to run IT for Laketran.
• The main deliverable is a comprehensive product that will spell out 1 year, 3 year and 5
year goals, strategies, and upgrades.
• Present the comprehensive plan to Laketran’s Board of Trustees.
There is no DBE goal associated with this project. If there are subcontracting opportunities on
this contract, vendors are expected to demonstrate good faith efforts to hire DBEs. Laketran’s
agency-wide DBE goal is 5%.
Project budget is $125,000

Annual IT Budget is roughly $500,000 in annual license fees for transit specific software and
$500,000 for IT contracts, telecommunications, and hardware. Laketran also receives grant
funding for hardware.
This contract will be funded using grant funds from the Federal Transit Administration.
Address all questions in writing to aaaby@laketran.com so that all answers can be received
the pool of potential proposers.
Attachments A – I are mandatory and a condition of responsiveness. Do not hesitate to reach
out with questions about how to complete the forms.
Questions:
Q1. Is there an inventory of hardware, software etc. to cut down on the winning vendor’s time
spend on information gathering?
A1. Yes, Cornerstone MSP has a list of all the licenses, servers, etc. Hardware is listed in
another report that can and will be provided.
Q2. Is evaluation of software included in the scope?
A2. Both yes and no. Laketran generally uses transit industry specific software in managing
our operations. A lot of money has been invested in these technologies. The vendor will not be
expected to evaluate transit specific software for upgrade or replacement as we are not
interested in making changes. However, there are other aspects of Laketran’s business that
could benefit from software improvements such as document management, ERM, asset
management.
Q3. Clarify the last bullet point in Section 3.2 “Identify workflow processes to ensure efficient
service management and delivery to business units and the public.”
A3. This section refers to non-transit related processes such as document management.
Laketran’s proprietary front end hardware/software integrates on the backend with IT industry
standards such as SQL server.
Q4. Is there a roadmap?

A4. Not a formal document. There are proposed upgrades such as implementing wifi on buses,
there are a lot of needs and desires, but we need this strategic plan to help organize and rank
the projects.
Q5. Talk more about wifi on buses.
A5. Currently, Laketran does not have customer facing wifi on the buses. It is something that
we are investigating for feasibility. Additionally, we would like to implement wifi on the buses so
when they return to the garage there is seamless integration with our network for downloading
data and information from bus operations and analytics.
Q6. Is there a timeline for the completion of the IT Strategic Plan.
A6. We would like the vendors to propose a timeline for completion in their proposal.

