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9.3 Communications Infrastructure

Communication with passengers is a critical element of attracting passengers to transit
services. Transit passengers are more willing to ride a service they understand and are
comfortable with, in terms of understanding the routes and the schedule, and having
good information about the arrival and departures of services.

Technology applications can play an important role in passenger information and
communications, as well as collecting data from passengers to assist in monitoring and
planning of future services.

9.3.1 Operations Technology

Automatic Vehicle Location

Automatic Vehicle Location (AVL) uses signpost or Global Positioning Systems (GPS)
technology to track a vehicle’s location, permitting a range of operations functions and
customer communication.

In the past several years, this technology has be come commonplace for fleet
applications, and Canada is home to one of the largest providers of GPS-based AVL
technology (NextBus).

AVL can be used to monitor on-time performance, for safety applications, for public
communication of vehicle location or arrival times, to facilitate on-demand service, and a
host of other applications.

AVL technology can be installed on-board vehicles for about $1,000 per bus. System
requirements can be purchased for approximately $50,000 to $100,000, or bureau
service leased from service providers.

Automatic Passenger Counting

Automatic passenger Counters (APC) is an on-board technology used to count
passengers boarding and alighting from vehicles at each stop. When lined to AVL
equipment, the APC technology provides reliable robust data on all boardings and
alightings.

APC technology, while reduced in price from its early introduction, still costs close to
$10,000 per bus, plus system and operating costs. APC is also most beneficial in an
urban environment with many closely-spaced transit stops. If the transit agency for PEI
is considering a move to electronic fare collection, the additional cost of APC technology
is not recommended, since most of the data required will come from the fare collection
system.

9.3.2 Customer Information and Amenities

Website

An effective website is an important part of any transit system’s communication with
customers. Websites must be able to provide user-friendly (and accessible) information
on routes, schedules, fares, agent locations, hours of service and more. Many systems
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have interactive features, on their sites, including current vehicle location mapping and
trip planners.

Trip planners allow users to enter a start and finish point and desired travel time and
provides the user with choices of available trips, describing walk times, boarding points,
travel times, deboarding points and destination walk times. Google® is working with
several communities to develop this functionality for communities that do not have the
sophisticated scheduling software typically used to create these products, and Google
Transit® may be an effective option for transit information on Prince Edward island.

Wireless Internet

Several transit agencies, primarily larger systems in the US, are beginning to offer
wireless internet services to their passengers. VIA Rail also offers the service in the
Quebec-Windsor corridors. Most of these services rely on cel phone technology to
connect internet technology on-board the vehicle to the the internet, then wireless route
technology to allow passengers to connect. In this manner, the service is available
wherever cell service is available, though bandwidth on the cellular network is limited. In
other urban environments, wireless coverage is being expanded by internet service
providers, providing full city or corridor coverage, allowing higher speed connections.

Cell Phone and Email Communication

With many of the information systems developed for transit, information can be readily
distributed to users via email or cell phone text messages. For example, if a user
registers for an information service related to the commuter trips from Tignish to
Summerside, the AVL system can be used to notify the registered user when the vehicle
is delayed, and when the arrival of the vehicle is imminent. Regular system information,
alerts and updates (such as pending schedule changes) can also be communicate in
this way.

Published Schedules

Many users, whether they will have access to electronic communication devices or not,
will rely on printed schedules, and clear, simple, easy to use printed materials (using
accessible features) are important to the success of the system. This feature is often
overlooked by transit agencies, and several Canadian companies provide expert
services in design and production of transit maps and schedules.
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10. Financial Plan
10.1 Cost Implications

Table 26 shows the five-year projections for capital costs operating cots and ridership

and revenue.

Capital costs include vehicles, station and stop facilities, and technology requirements.

Operating costs are based on the estimates of hours and kilometres for each. Operating

costs are based on an average hourly rate of $80 per hour. This assumes mileage
related costs of $0.75 per kilometre, and hourly related costs of $35 per hour. This

compares with the average reported hourly cost for Charlottetown Transit of $49.72 per

hour the small system national average of about $77.00 (2006 data) and the New
Brunswick system average of about $73.00.

Ridership and revenue are based on the ridership projections outlined in the service

details, and the projected average fare of $6.00

The costs are developed on the following assumptions:

* Vehicle costs — $180,000

» Stop cost - $1,000

» Shelter Cost - $4,000, all stops have shelters, staged over time
¢ Station Cost — $50,000

¢ Park-Ride Cost - $50,000

* Initial Fare collection costs: $1,000/vehicle

* Electronic Fare collection costs: $10,000/vehicle

* AVL System: $1,000 per vehicle plus $40,000 system costs shared in Year 1 and

Year 2
* Passenger Communications: $
* Operating Cost: $80 per vehicle-hour

* Planning and Administration: 8 percent of vehicle operating cost, excluding
community network support

* Administration: 75 percent of planning and administration

* Planning: 25 percent of planning and administration

e Community Network Support: $200,000 budget annually to support planning sand

implementation of community support services

*  Year 1 commuter ridership as described in text
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* Year 5 commuter ridership at mature levels, intervening years on straight-line
interpolation

* Year 1 community ridership as described in text

* Year 5 community ridership at 75 percent of mature levels, intervening years on
straight-line interpolation

* Average fare: $6.00
* Other Revenue: $200,000 budget, including advertising
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Table 26 - Five-Year Financial Projection

Capital Costs
(all dollar amounts in $,000s)
Vehicles
Commuter units
Community units
cost
Stops
units
Stops Cost
Shelter
units
Shelter Cost
Terminal Stations
units
Terminal Stations Cost
Park-Ride
units
Park-Ride Cost
AVL system
Fare Systems
Passenger Communications

Total Capital Costs

Operating Costs
(all figures in ,000s)
Vehicles
Commuter Vehicle Hours
Community Vehicle Hours

Vehicle Operating Costs

Planning and Administration
Admin

Planning

Community Network Support
Administration Costs

Technology
AVL System

Total Operating Costs
Ridership And Revenue
(all figures in ,000s)
Commuter Ridership

Revenue

Community Riderhsip
Revenue

Total Ridership
Total Fare Revenue

Other Revenue
Total Revenue
Operating Subsidy

R/C
$/P-KM

Year 1

11
$1,980

48
$48

24
$96

$100

$250
$135
$22
$50

$2,681

13.5

$1,080

$65

$22

$87

$51

$1,218

91
$546

$0

91
$546

$50
$596
$622

44.8%
$0.25

Year 2

10
$1,980

35
$35

41.5
$166
$50
15
$750
$135
$22
$50

$3,188

14
10

$1,920
$115
$38
$200
$353
$51

$2,324

106
$636

68
$408

174
$1,044

$60
$1,104
$1,220

44.9%
$0.40

Year 3

[y

$720

15
$15

25
$100
$50
10
$500
$40
$210
$50

$1,685

15.4
13.5

$2,312
$139
$46
$200
$385
$4

$2,701

121
$726

87
$522

208
$1,248

$70
$1,318
$1,383

46.2%
$0.43

Year 4

[y

$720

7.5
$30
$0
$250
$40
$40
$50

$1,130

16.9
17

$2,712
$163
$54
$200
$417
$4

$3,133

136
$816

96
$576

232
$1,392

$80
$1,472
$1,661

44.4%
$0.45

Year 5

$180

$0

$250
$10
$10
$50

$500

18.6
17

$2,848
$171
$57
$200
$428
$1

$3,277

151
$906

106
$636

257
$1,542

$100
$1,642
$1,635

47.1%
$0.43
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10.2 Funding Opportunities

10.2.1 Federal Programs

Federal Gas Tax

The federal Gas Tax program was recently announced as a permanent program for
funding sustainable infrastructure in Canada. This program includes funds for transit
projects as well as water, waste water, energy systems roads and bridges.

In the Public Transit Infrastructure Category, eligible projects include:

* Rapid Transit: capital assets and rolling stock (includes ferries, transit stations, park
and ride facilities, and grade separated bus lanes)

* Transit Buses: bus rolling stock, transit bus stations
* Intelligent Transport System (ITS) and Transit Priority Capital Investments;

* ITS technologies to improve transit priority signalling, passenger and traffic
information and transit operations;

* Capital investments, such as transit queue-jumpers and High Occupancy Vehicle
(HOV) lanes

* Public transit facilities including garages, maintenance facilities, and terminal

* Infrastructure and tangible assets associated with public transit for persons with
disabilities.

For Prince Edward Island, the total committed funding under this program includes $37.5
million over first 5 years of program, including $7.5 million in 2008/9 and $15 million in
2009/10.

Given the current government’s commitment to this program, similar funding levels are
expected in future years of the program.

Public Transit Capital Trust

The Public Transit Capital Trust allocated $900 million over three years, ending in
2008/2009 for transit infrastructure projects, over the life of this program, PEI received
about $1.3 million annually, which was used to support the development of transit in
Charlottetown.

Municipal Rural Infrastructure Fund (MRIF)

The Canada-PEI Municipal Rural Infrastructure Fund was designed to improve and
increases public infrastructure, especially water and wastewater systems, and cultural
and recreation facilities.

The purpose of Can-PEI MRIF is to improve urban and rural municipal infrastructure in
PEI. In PEI, the program is implemented by ACOA and the Department of Communities,
Cultural Affairs and Labour, and is administered by an Infrastructure Secretariat. The
Can-PEIl MRIF Management Committee oversees the administration of the Program and
comprises representatives from the Governments of Canada and PEI. The Federation of
PEI Municipalities sits as an observer.
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Transit Pass Tax Credit

Beginning in tax year 2006, the federal government introduced a non-refundable tax
credit for monthly transit pass holders, resulting in tax refunds roughly equivalent to one
month per year.

10.2.2 Provincial Programs

Other Provinces

Provincial support for transit varies widely across the country, with Quebec, Ontario and
British Columbia providing the strongest support, a variety of programs in other
provinces, and some provinces providing no support.

In the Atlantic provinces, only Nova Scotia has provided limited support in the form of
fuel tax rebates for transit agency purchases. In Spring 2008, the Nova Scotia
government announced a $3 million program to support transit development in the
province, but few details are currently available.

Quebec

The government of Quebec has a long history of supporting transit, beginning in the mid-
1970s, and remains as one of the strongest provincial supporters of transit. Currently,
the province has a variety of capital programs, ridership improvement programs and tax
incentives for transit users. New programs include operating funding to support system
growth, though operating funding remains primarily a municipal responsibility.

Ontario

Historically, Ontario supported 75 percent of transit capital purchases and 50 percent
funding of operating deficits. This program was discontinued in 1996. In 2004, the
provincial government reintroduced transit funding with a gas tax sharing program,
distributed to municipalities on a combined formula of transit ridership and population.
This funding can be used for capital projects and operating funding over and above
historical levels, as a ridership growth measure

In addition to this funding, the province has allocated $830 million in strategic transit
projects, and a 12-year plan for $17.5 billion investment in transit projects throughout the
Greater Toronto and Hamilton area.

British Columbia

The province of British Columbia supports the provision of transit services in the lower
mainland though the creation of Translink — the South Coast British Columbia
Transportation Authority. The province has empowered Translink to raise its own funds
though three main measures — transit revenues (currently 35 percent to 40 percent) a
dedicated gas tax for the lower mainland amounting to approximately 12 cents per litre
(currently about 30 percent), and a portion of property taxes (currently about 30 percent).
A small portion of revenue also comes from a parking site tax, a parking sales tax, and
a hydro levy. These funds are used to support all of Translink’s activities which include
comprehensive responsibility for transportation services. For transit alone, fares
accounted for approximately 55 percent of the $600 million cost, and the balance was
covered by Translink’s funds.

For smaller systems in BC, the province dedicates the resources of BC Transit, a
provincial organization that provides a variety of support measures of more than 75
small systems across the province. This includes joint procurement of fleet and
technology, planning and technical support, information sharing and such. BC Transit
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also provides capital and operating support to all small systems, through a system of
master operating agreements and supporting annual operating agreements. In 2008-09,
BC Tran sit will contribute approximately 50 percent of the operating costs (which are
projected at about $100 million including Victoria Transit), and most of the projected $65 million in
capital expenditures.

On April 1, 2008 British Columbia dedicated an additional 1 cent per litre of fuel sales tax to
Victoria Regional Transit.

It is important to note that Translink has experienced a growth in fuel tax revenue that is below
budget — a result in increasing vehicle efficiency and a decline in per vehicle fuel sales.

Manitoba

The Building Manitoba Fund provides the City of Winnipeg with a share of provincial income tax
and fuel tax revenues in support of transit, roads, public safety and other municipal infrastructure
and services. This fund includes both and operating and capital grant program. Municipalities
outside of Winnipeg benefit from a similar program, with operating grants for conventional transit
and paratransit services.

Saskatchewan

In its current budget, the province of Saskatchewan provides capital and operating funding for
both fixed route service and paratransit. Funding for specialized paratransit represents a larger
proportionate contribution since “special needs transportation (paratransit) provides a critical link
to social services and health clients and public housing residents for various purposes, as well as
being essential to meet the needs of persons with disabilities.”

Alberta

Alberta supports capital infrastructure projects, including transit through its Alberta Municipal
Infrastructure Program (AMIP) and directly supports transit through the City Transportation Fund
(for Edmonton and Calgary) and the City Special Transportation Grant for other cities.

Yukon

The Yukon Territorial Government directly supports the provision of paratransit service in
Whitehorse, with a smaller contribution from the City.

Nunavut
The Nunuvut Territorial Government administers the funds available through the federal

programs. No formal transit systems currently exist in the territory, following a short-lived system
operating in 2002-2005.

Northwest Territories

The NWT Territorial Government has supplemented the funds of the federal Public Transit
Capital Trust with a 50 percent matching grant to support further transit development in small
communities.

10.2.3 Prince Edward Island

There are currently no provincial programs designed to directly fund public transit in Prince
Edward Island. But the success of island-wide transit depends on additional financial support for
both capital and operating costs.

With the implementation of a province-wide transit system, there would appear to be a clear role
for the government of PEI in funding both capital and operating costs. In addition to the available
federal funding (which will increase with the additional ridership of a island-wide system) the
province is the only level of government with the resources to effectively support this service.
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Most municipalities in PEI have limited capacity to support transit services, and will be reluctant to
support a service which primarily promotes intra-island travel.

A “green levy” fund in Prince Edward Island could be used to support both a contribution to
capital funding as well as operating funding support. The province currently collects 15.8 cents
per litre on existing sales. This is a combination of a fixed amount per litre, plus a percentage of
sales value. However, this ad valorem amount is capped at 8.6 cents per litre, effectively making
the current tax a fixed per litre amount at current prices.

Based on recent data, an 1-cent green levy drawn from gasoline sales would generate
approximately $2 million annually, which could be used to support the initial capital requirements
as well as the on-going annual operating costs.

Over the five-year implementation plan, capital costs total approximately $15 million and
operating subsidies approximately $6.5 million. On-going federal gas tax transfers (totaling $22.5
million in 2008/09 and 2009/10), could offset a substantial portion of this expenditure, even with
funding for other priorities.

Capital subsidies in the first five years of implementing the program total approximately $10
million. Additional on-going capital renewal expenditures in the order of $0.75 million to $1 million
will also be required. Annual operating subsidies are projected in the range of $1.5 million to $2.0
million.

This would suggest that a dedication of a portion of federal gas tax funding will be sufficient to
support capital expenditures and a green levy or carbon levy in the range of $1.5 million to $2.0
million annually would be sufficient to meet the on-going requirements or the proposed plan. A
green levy could take the form of:

e an allocation of fuel sales based on price (to provide a natural increase in revenue to keep
pace with inflation and fund service expansion) with the risk of short-term volatility

¢ an allocation of fuel sales based on volume, with the risk of declining funds in real dollar
terms

e acarbon levy, based on vehicle sales and projected fuel efficiency

10.3 Funding Proposal

To support the capital requirements of implementing and supporting on-going infrastructure
requirements of the island-wide transit system, established in the range of $1.5 million to $2.0
million, it is recommended that the transit agency work with the government of PEI and the
federal government to ensure the allocation of federal funding programs to cover these costs.

For operating costs, it is recommended that the established transit agency:
* establish a fare structure as recommended in this report to optimize ridership and revenue

* work with the identified strategic partners to maximize constituent ridership, rider revenue,
and both direct and indirect financial support from these beneficiaries

* work with the government of Prince Edward Island to develop a green levy plan to fund the
balance of operating and capital costs.
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11. Marketing and Communications

11.1 Marketing and Communications

This Marketing and Communications Strategy provides a template for marketing and
promoting island-wide public transit to residents, businesses and government. The
strategy focuses on the following characteristics, which define the service.

What A convenient island-wide public transit service along the spine of the island,
supplemented by community partners providing feeder services that link to the
core service

When Conventional fixed route services, with weekday and weekend schedules;
supplemented by the informal network

Who High potential priority segments such as work commuters, university
commuters, intermediate and high school students in extra-curricular
activities, seniors, shoppers and entertainment/festivals/events travellers

Why  To provide public transit service that enhances community access and
mobility of the people of P.E.I.

How Provide a convenient core service with reasonable ridership and a mechanism
to promote a comprehensive service over time; co-ordinate and facilitate
interface with informal service providers and user groups; establish strategic
partnerships with elements of the informal system to complement service and
supplement ridership; integrate with existing services, both formal, informal,
public and private

The primary or overarching goal for marketing public transit system in P.E.I. is to
educate and engage the community and promote and grow transit ridership by creating
awareness, familiarity and desire, and providing mobility options to provide connections
to the core service. To be successful, the campaign must effectively deliver against
consumer’s expectations; communicate the benefits that transit brings to the community
at large and to the targeted market segments in particular; alter perceptions, attitudes
and behaviour towards transit; induce trial and then incrementally grow ridership over
time. Initially, initiatives should be aimed at attracting a core ridership by targeting priority
segments of the population.

The purpose of the communications plan is to ensure that customers and potential
customers have ready access to timely information that makes the transit experience
relevant, responsive and predictable. Messages should be communicated with clarity
and simplicity and with positive consumer relevance.

Marketing efforts should focus on the community at large, as well as targeting specific
market segments. Key messages for differing audiences would include—
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Residents—educate, create awareness, familiarity and desire to ride transit.
Communicate the environmental, economic and social community benefits and the
personal benefits that transit will bring to busy schedules. Alter perceptions, attitudes
and behaviour towards transit and induce trial and then increase usage.

Potential Customers—target high potential priority segments such as work commuters,
university commuters, high school students, shoppers, entertainment/festivals/events,
seniors, travellers and visitors. Create chatter among potential target markets.

Business—educate, create awareness and familiarity. Communicate the benefits that
transit will bring to companies and their employees, as well as to the community as a
whole. Generate buy-in and commitments to participate.

Government—educate, create awareness and familiarity among municipal governments;
communicate the environmental, economic and social community benefits and garner
support. Generate buy-in and commitments by federal and provincial governments to
participate.

In marketing public transit a broad mix of tactics should be used—targeted marketing,
mass marketing, public relations, customer information, community partnerships,
government partnerships, special events and regular community events.

11.1.1 Three-phased Strategy

The marketing strategy needs to focus on three phases—pre-launch, launch event and
ongoing ridership maintenance and growth. The strategy must create and sustain
consumer interest and key stakeholder support for the service. It must go beyond simply
advertising, promotion or selling. A successful marketing campaign is about activation. It
must build on the relevance and opportunity for travelling by transit.

Pre-launch

Introduce the concept of island-wide transit service to the general public, creating
community-wide awareness of the planned services, the benefits of public transit and
how residents and businesses can access more information on the new service. Build
desire among the public to try the island-wide service, and commitments from targeted
businesses to participate as a partner. Now is the time to bring key influencers on-board.

Key message—

Island-wide transit service is effective, frequent and reliable and will be a relaxing way to
travel/commute. It will transform the way you live and work.

Strategic goals—

= Introduce the brand and service

= Educate audience about the benefits of using inter-community transit service
= Build awareness and anticipation

Tactical objectives—

= Create island-wide transit service advocates among community leaders
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= Develop a community outreach program among targeted segments and along priority
routes

= Inform and educate people on the overall merits of an island-wide public transit
service

= Bring opinion leaders, business leaders and key influencers onside

Launch activities

Introduce the public, and media, to the island-wide pubic transit service and its features
and launch service. This public relations event will provide an opportunity to generate
significant media exposure and to demonstrate the benefits, features and routing to
potential customers and key stakeholders. Provides an opportunity to highlight
partnerships and give them media exposure.

Strategic goals

Officially launch and introduce the brand and service

= Educate audience about the benefits of public transit and features of island-wide
service

= Create demand among audience(s) for the new service

= Encourage trial

Key message
= Inter-community public transit will improve access and make life richer

= |sland-wide service is accessible, effective and reliable and will be co-ordinated with
community linkages

= Inter-municipal public transit is a relaxing way to commute. It can transform the way
you live and work.

Tactical objectives

= Continue to inform and educate people on the overall merits of island-wide public
transit

= Encourage trial
= Increase awareness of service, vehicles and fare promotions
= Build ridership and support

On-going growth and retention

Island-wide public transit service has been introduced to the public and the Authority
must now grow its ridership through promotional campaigns to core potential customer
base and targeted campaigns to other segments.

Key message

Public transit will make life easier. Island-wide public transit is accessible, effective,
frequent, and reliable and will be a relaxing way to travel/commute. It can transform the
way you live and work. The benefits of public transit will be many. Key takeaway
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message: “Experience a public transit lifestyle” “Public transit puts everything within
reach!”

Strategic goals

Alter target market’s behaviour and attract new riders (trial)

Educate audience about the benefits of public transit and features of island-wide
service

Increase awareness
Create demand among audience(s) for the new service
Bring opinion leaders, business leaders and key influencers onside

Encourage trial and grow the core ridership base

Tactical objectives

Continue to inform and educate people on the overall merits of public transit

Encourage trial by non-riders and increase frequency of usage among occasional
riders

Create awareness of service, vehicles and fare promotions

Build ridership and support
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12. Governance Considerations

12.1 Introduction

One of the important components of establishing a successful public transit system in any new

area and certainly in PEI is to ensure that the governance of the service is reflective of the

strengths and informal arrangements that have already been created in the community.

Building on the strengths evident in the community generates a certain degree of support for

the new service and entity and also expands on the work already done rather than giving a
sense of starting over.

Based on an analysis of PEI public transit services goals
and objectives, best practices in other jurisdictions and the
local context a range of governance options were identified
and assessed. At the end of this chapter recommendations
are made on the model that would best meet the needs of
PEI in providing inter-municipal public transit services.

One of the important
components of establishing
a successful public transit
system in any new area and
certainly in PEl is to ensure
that the governance of the

service is reflective of the Governance is about—Who sets and enforces policy?
strengths and informal Who is accountable? Who recruits and manages staff?
arrangements that have Who owns the infrastructure? Who operates the service?
already been created in the Who is financially responsible? Who is responsible
community. ultimately to deliver the most effective public transportation

service? An effective governance model ensures capacity
and structures are in place to deliver a quality service while
at the same time making sure there is clear accountability to the owner of the infrastructure,
management of the service, community partners and funders, including the public at large.

The governance model for PEI needs to be the one that best supports the purpose or
mandate of the organization. Options were assessed, therefore, according to their potential
capacity to effectively fulfil PEI's public transit service objectives:

~ provide a core service with reasonable ridership and a mechanism to promote a
comprehensive service over time;

~ co-ordinate and facilitate interface with informal service providers and user groups;

~ establish strategic partnerships with elements of the informal system to complement
service and supplement ridership; and

~ integrate with existing services, formal, informal, public and private.

The assessment of governance options must also take into consideration not only the various
interests of stakeholders and province-wide representation, but funding partners at all levels
including:
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~ provincial and federal governments providing capital funding for infrastructure and
vehicles through various infrastructure programs;

~  province providing operating subsidy;

~ riders paying for service based on a fee structure; and

~ employers and local alternative transportation providers contributing on an incentive, fee-
for-service or voluntary basis.

A range of governance options is available depending on the local and provincial
priorities. The following discussion draws on stakeholder interviews as well as the case
studies of comparable systems.

12.2 Broad Range of Governance Options

In the approach taken to governance, options range along a continuum from public
sector owned and operated to private sector owned and operated with several
combinations and permutations in between.

To assess viable options, core functions were determined and criteria established. There
are four core functions associated with inter-municipal public transit service.

~ provide infrastructure—roadway infrastructure, stops and stations, maintenance facility,
vehicles, technology;

~ operate core service—service and route structure, fare collection, maintenance and
repair, interface with other operators, public information;

~ engage community by co-ordinating mobility options to provide a connecting function to
core service—car or van pooling, taxis, school buses, courier vehicles, employer
programs and so on; and

~ educate, promote and grow transit ridership—initiatives aimed at attracting a core
ridership and then changing individual behaviour and community attitudes to
incrementally grow ridership over time.

As an initial start up operation, public transit in PEI

As an initial start up should build on existing resources and expertise. In
operation, public transit in terms of maintenance this means considering co-
PEI should build on existing locating, sharing or contracting maintenance services
resources and from the Charlottetown transit provider and/or the
expertise....this means centralized maintenance facilities that operate out of
considering co-locating, Slemon Park and Kings County. The latter provides
sharing or contracting service to the provincial transportation and public
(existing) maintenance works fleets, and recently the school bus fleet.
Services The following criteria were used in the evaluation of

governance options.
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~ mandate—capacity to provide quality service and community leadership in educating the
public and promoting transit; flexibility to collaborate with other service providers, informal
transportation alternatives, employers and other community stakeholders;

~ value for money—capacity to provide predictable and reliable service while being
responsive to local demand; flexibility to optimize existing resources until business case
can be made for a more comprehensive service and discrete facilities; and

~ accountability—capacity to maintain clear and transparent relationships with owner,
management, funders and community partners; flexibility to leverage various funding
programs.

Several options can be considered for each core function.

12.2.1 Transit Infrastructure

At least initially, it is anticipated that the public transit service will operate on provincial
roadways. It is anticipated that, whichever governance option is selected, maintenance
and ownership of these rights-of-way will continue to be vested with the provincial
government. In the short-term no additional roadway infrastructure is envisioned. The
province has three options regarding ownership of the stops and stations, facilities and
vehicles.

~ direct provincial ownership;
~ create an arms-length agency that owns these elements of the system; and
~ outsource to the private sector ownership of these elements of the system.

12.2.2 Service Provision

The provincial government, which has just recently changed hands after ten years, has
had a tendency to outsource service provision. For example, a 10-year contract was
signed in 2006 with Island EMS to consolidate ambulance services and centralize
dispatch. Similarly, the operation of the hydrogen buses (PEI Energy Corporation
project) are being contracted out to Trius rather than being operated by the province.

The newly-mandated provincial government has three options to consider concerning
the operation of public transit services.

~ directly manage and operate transit services;
~ create an arms-length agency that manages and operates the services; and
~ outsource operation to the private sector.

12.2.3 Co-ordinating Function

The province has three options with respect to the facilitator/co-ordinator function.

~ Include this responsibility as part of the mandate of the service operator;
~  Separate this function from general operations and either;

~ set up a special entity; or

~ designate a person in-house.

ENTRA Consultants 77



Figure 11 - Governance Options—a continuum
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The first issue to be addressed is whether transit is best seated within the provincial
government, set up as an arms-length corporation, contracted out to a third party or
some combination of the three. Seven options were assessed for suitability in meeting
public transit service objectives and the degree to which the option strengths out-weigh
their weaknesses. The governance options as depicted in Table 27 are detailed in .

Table 27 - Summary of Governance Options

Operate Engage

Province Option 1
Agencies, Boards Option 2A =
and Option 2B o 7
C - -
ommissions Sl 56 . _ lz[
Charlottetown Option 3 7
Option 4A 7
Private Sector
Option 4B o 7
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12.3 Infrastructure Delivery Options

Governance options based on public sector ownership and control of operations,
whether directly or indirectly, do not preclude a role for the private sector through
contracts for vehicle procurement and/or maintenance, and infrastructure design and/or
construction such as stops, stations, information technology, dispatch and maintenance
facilities if required.

There are several infrastructure delivery options to consider:
~ province may design and/or build infrastructure and purchase and/or maintain vehicles;
~ agency may purchase and/or maintain vehicles;

~ private sector may design and/or build and/or finance infrastructure and purchase and/or
maintain and/or finance vehicles; and

~ or a combination of the above.

12.4 Governance Structure

A number of options envision oversight by a board or commission. The governance

structure and make up of that board can be approached in a number of ways. Issues to

be discussed include—Does board membership comprise stakeholders? How are

members selected? Is it an advisory or decision-making board? What decision-making
authorities does the board have?

We recommend an arms-length agency with a
decision-making board representing key
stakeholders. During the setting-up process, the
Public Transit Coalition could serve a useful advisory
role because of its familiarity with islanders
knowledgeable about or already contributing,
privately or professionally, to facilitating public transit.

ENTRA recommends an
arms-length agency with a
decision-making board
representing key
stakeholders.

To be effective, the oversight board must have a clear mandate reflective of the
provincial vision for inter-municipal public transit in PEIl. An agency would allow business
to be conducted at arms length from the political process, permitting greater flexibility
and enhanced agility to respond to local needs and demands with innovation, engage
the informal providers and establish partnerships with various sectors and foster
ridership growth.

To be effective, a balance must be struck between the agency’s autonomy and its
accountability to the province. This can be achieved through enabling legislation that
provide the board with the province’s goals and objectives for inter-municipal public
transit and sets out accountability, responsibility and relationship between the province
and the board. To be effective, the agency should also comprise some members with
experience and background in public transit planning or operations.
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Table 28 - Comparison of key characteristics among governance

options

Ownership

Entity

Leadership

Nomination Process

Board Composition

Provincial Control

Management

Budget approval

Transparency of
financial relationship

Likelihood to engage
informal services
across province

Depoliticizes decision
making

Agility (entrepreneurial
and innovative)

PROVINCE AGENCY CHARLOTTETOWN PRIVATE SECTOR
Province Province or agency | Province Province or private
sector
Provincial Agency City Department Private Sector Firm
Ministry
STRUCTURE
Minister, Board of Directors Council, Advisory Company executive
Cabinet Bd.
NA Province appoints Council appoints NA
council reps. &
province appoints
stakeholders
NA Stakeholder Councillors or NA
representation & stakeholder reps.
citizens & citizens
ACCOUNTABILITY TO PROVINCE
Direct Legislative and Indirect—purchase | Contractual

indirect—policy
objectives, budget
approvals, subsidy

of service
agreement, budget
approvals, subsidy

agreements agreements
Provincial Agency staff Municipal staff Private sector staff
staff
Line items Annual board Annual council Annual subsidy
budget & subsidy budget & subsidy approval
approval approval
Transparen | Annual reports Least transparent
t
OPPORTUNITIES AND RISKS
Yes Yes No No
No Yes No Yes
Highly Less bureaucratic/ Highly bureaucratic | Entrepreneurial

bureaucrati
c

more innovative
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12.5 Conclusion

After assessing governance options, ENTRA recommends that PEI public transit be
governed by an arms-length organization led by a community-based board of directors
(Option 2C). The organization should be vested with responsibility to own and maintain
the vehicles, manage and operate the service, (through direct provision or with a
contract with a supplier) and partner with sectors, employers, and communities to
provide feeder services, as well as educate, promote and grow transit ridership across
the province.

This option builds not only on the networking and

ENTRA recommends that advocacy work to date of the Public Transit Coalition,
PEI public transit be but on optimizing the existing informal transportation
governed by an arms-length alternates. The recommended approach is likely to be
organization led by a more responsive to community needs and local
community-based board of demand, gaining community buy-in and promoting
directors. transit ridership. Community partners are critical to

building ridership over the long term and should help
to provide more flexibility in collaborating with existing
local service providers over the shorter term. A community-based board can heighten
public profile with board members becoming ambassadors for transit as a viable
alternative in PEI.

Some stakeholders raised concern about government not having a good track record of
operating businesses and increasingly outsourcing service provision; for example, the
recent 10-year contract with Island EMS. Similarly, the operation of the hydrogen buses
is being contracted out to Trius rather than being operated by the province. While not
outsourcing to the private sector, the recommended option enables the government to
remain arms length from operations. However, providing oversight and a policy context
conducive to enhancing public transit ridership may help to build capacity and credibility
within the provincial government.

Under the recommended option, the provincial government involvement would include:

~ oversight of arms-length organization;

~ contributions to capital costs to offset federal infrastructure funding;

~ operating subsidy to bridge the gap between the operating budget and fares;
~ access to provincial transportation and public works maintenance facilities;

~ access to provincial rights-of-way, kept in state of good repair; and

~ pro-transit policy regime.

The recommended option does not preclude private sector involvement. The private
sector may be contracted through tender calls to purchase and/or maintain vehicles,
design and/or construct stops and stations, design and/or maintain IT and dispatch
systems. Also, the private sector may participate through partnerships—as providers of
alternative transportation options and employers.

Delivering public transit services through an arms-length organization best supports
PEI's public transit service objectives and meets the needs of its stakeholders.
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13. Strategic Partnerships

Partnerships are pivotal to the successful initiation, short-term implementation and long-
term sustainability of an inter-municipal public transit service for Prince Edward Island.

To identify partnership opportunities that should be pursued, stakeholders were
identified and categorized in terms of current responsibilities and potential roles in
implementing a public transit service in P.E.I. As partnerships may take a variety of
forms, possible relationships and key elements to be included are described.

A broad-based inventory of stakeholders was developed—federal government, province,
municipalities, transit providers, alternative transportation providers, community groups,
private sector companies, businesses and residents. Then areas of responsibility that
would assist with implementing public transit in P.E.l. were identified—policy, planning,
funding, operations—and opportunities to help deliver core functions explored.

Seamless linkages to the core service will go a long way to promoting ridership so
partnerships with alternative service providers and elements of the informal system are
critical. These partnerships may involve establishing service agreements and/or co-
ordinating schedules to interface with the informal system at designated stops.

A detailed inventory of who is currently delivering and funding transportation-related
services was prepared. Based on an analysis of latent demand—geographic and
demographic—potential partners were then identified in specific markets.

Finally, the shape and format of partnerships will vary depending on roles,
responsibilities and relationships. Formalizing partnerships may take the form of—letters
of understanding, contracts or funding, subsidy or service agreements. Partnerships may
involve money, land, access to rights-of-way, facility sharing, policy or regulatory
concessions or voluntary collaboration.

This section identifies the stakeholders, the assets that partnerships may leverage, and
the markets to target and key elements that should be incorporated in respective
partnerships. This initial study has identified potential opportunities — the on-going work
of the transit agency will need to include further development of these opportunities,
including identifying the mutual objectives of the partnerships, establishing the criteria for
success and determining timeframes and terms for the agreements.

13.1 Stakeholders—opportunities for partnerships

It is important to understand the policy, planning and funding context, which, for the most
part, sets the parameters for stakeholder involvement in public transit.

Table C-1 in Appendix C identifies opportunities for stakeholders to help deliver core
functions.

Based on a detailed inventory of existing services in each demographic and geographic
market and an analysis of latent demand, Table C-2 in Appendix C hones in on specific
elements of potential partnership agreements.
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13.1.1 Federal Government

The federal government is actively evaluating ways in which it can work with provincial
and local governments to support transit. It currently provides capital funding for
infrastructure and vehicles through various infrastructure programs such as the gas tax,
ecoMOBILITY and the First Nation’s green infrastructure program.

Transportation support is also provided by the federal government through a number of
programs such as HRSDC apprenticeship training and Aboriginal health services.

As an employer, the federal government can actively promote transit ridership among
employees. For example, it could organize car and van pooling for employees of the
Summerside Tax Centre linking them into the core service.

13.1.2 Province

There are a number of ways the provincial government can invest in transit. It can assist
with capital to fund infrastructure and vehicles through tri-partite agreements with federal
and local governments. The provincial government may provide an operating subsidy to
top-up fare box revenues and help bridge the gap between fares paid by riders and real

operating costs to provide the service and keep infrastructure in a state-of-good repair.

The province currently provides transportation support to specific client groups through
several programs such as social and disabled services. It also regulates the insurance
industry and sets the standards for vehicle insurance, which impacts alternative
transportation providers.

Also, the province owns and maintains transportation infrastructure across P.E.I.
including rights-of-way and maintenance facilities. At least initially, consideration needs
to be given to co-locating, sharing or contracting maintenance services from the
centralized maintenance facilities that operate out of Slemon Park and Kings County.
This facility currently provides service to the provincial transportation and public works
fleets and the school bus fleet.

By adopting a transit supportive policy regime, the province can influence attitudes
towards transit and help increase ridership. Initiatives may include public education, tax
incentives, or corporate challenges. Members of the Provincial Legislative Assembly can
also become visible advocates and ambassadors for public transit. As an added benéefit,
riding the bus is often a positive way to informally meet constituents and be seen out and
about in the community.

As an employer, the provincial government can actively promote transit ridership among
employees.

13.1.3 Municipalities

Municipalities can support transit through funding, transportation master plans and
official plan policies and zoning by-laws regarding corridors and the location of stops and
stations, as well as commuter parking lots. Municipalities are also responsible for
regulating or licensing some of the alternative transportation services and can be
supportive of these options through such means as parking enforcement practices, drop-
off zones and curb cuts.
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Municipalities also own and maintain transportation infrastructure within their respective
jurisdictions and may contribute land and access to rights-of-way.

Charlottetown is the only municipality in P.E.l. that provides public transit service. The
opportunity to extend this service to adjacent communities through a purchase of service
agreement should be explored. Also, consideration may be given to co-locating, sharing
or contracting some maintenance services from the Charlottetown transit provider.

Cavendish & Area Resort Municipality is unique in terms of the huge variation in
residents between tourist season and the rest of the year. Large numbers of seasonal
employees are required during the summer tourist months. The opportunity for the
municipality to organize vanpools to link into the core system needs to be explored. This
would enable the flexibility to provide relevant transit service all year long.

As an employer municipalities can encourage transit ridership by establishing and co-
ordinating car and van pooling for employees and linking with the core service. They
may also undertake proactive public education programs to encourage transit ridership.

13.1.4 Private Sector

The private sector may participate as a provider of a transit (e.g. Charlottetown Transit)
or alternative transportation service (e.g. taxis, couriers, hydrogen bus, Donna’s
Transport Ltd. and Pat and the Elephant) and as employers or associations representing
employers (e.g. P.E.I. Seafood Processors Assoc.). Employers and local alternative
transportation providers may contribute on an incentive, fee-for-service or voluntary
basis.

13.1.5 Community and Non-profit

While community facilities and non-profit organizations such as Holland College and
University of P.E.l., may participate as employers, they can also support public transit by
organizing car and vanpools to transport students linking them into the core service. The
not-for-profit sector may also participate as a provider of an alternative transportation
service (e.g. Transportation West and Pat and the Elephant).

Community groups such as Home and School Associations may also get involved by
organizing car and van pooling from schools to links with the core service for students
who have participated in after-hours activities and thus missed the school bus.

Some community organizations may fund raise to purchase a car or van(s); some may
make arrangements with a local property owner to facilitate staging and commuter
parking areas.

13.2 Partnership Agreements—an ongoing process

To begin to take practical steps to realize the vision of an inter-municipal public transit
service in P.E.l. requires strategic partnerships with various stakeholders. Coalition
members need to meet with potential partners to develop a shared understanding of
issues, requirements, barriers and opportunities.

The initial priority is to reach agreement around principles for working together and gain
commitments to pursue partnerships to supplement and complement the delivery of
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public transit. Drafting letters of understanding may facilitate the process by clarifying
objectives, roles and responsibilities, setting the timeframe and tracking progress. It is
intended that these letters will be continually updated as issues are resolved and

consensus achieved. This is a continuous process—the importance of managing and
nurturing these partnerships cannot be overstated.

Some partnerships may continue as collaborations defined by letters of understanding,
while others may evolve into more formal funding or purchase of service agreements or

contracts. Some partnerships may involve funding, others incentives and still others may
be based on voluntarism. Table 29 sets out recommended partnerships for the transit

agency to pursue.

Table 29 - Priority Opportunities for Formal Partnerships

ROUTE SUPPLEMENT SERVICE POTENTIAL PARTNER
‘ = Inter-community connections to = Charlottetown Transit
Outlying areas surrounding Charlottetown
communities of
Charlottetown

Charlottetown to
north end of Tignish

North Rustico

Lennox Island

m Seasonal commuter service to and
from coastal fish and seafood
processing operations

m Seasonal commuter service co-
ordinating linkage to core service

m Commuter service linking to core
service

m Seafood Processor’'s
Association

m Cavendish & Area
Resort Municipality

= Mi’lkmaq Confederacy
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