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NIAGARA REGION TRANSIT
BACKGROUNDER

Inter-Municipal Transit (IMT)

* Routes travelling between municipalities

* Primarily provided by Region (non-exclusive) = e
« ‘Hub-to-hub’ connections e

. | _ ~B00K: tn transit: fE]
Niagara Regional Transit (NRT) G dgidgiiai =
 Operates defined IMT service TP |

. . . © Yiagara reccoborme | So/ss
- Service delivery contracted by Region to & %\22&(

Niagara transit providers (WL, STC, NF) = SERUICE HOURS
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Overview: Where We’ve Been

Key Inter-Municipal Transit Milestones:

2011-2017 NRT IMT pilot service N o

Feb. 2017  Niagara Transit Service Delivery and Governance Strategy Niagara Transit Service Delivery
. . Py ” and Governance Strategy
Report (Dillon Consulting, “Dillon Report”)

June 2017  Unanimous ‘triple majority’ achieved
Dec. 2017 Unanimous transit MOU (STC/NR/NF/WE)
May 2018 Unanimous 3-year ext. of NRT service

Sept. 2018 IMT Service Implementation Strategy
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IMT Reporting Structure

Regional Council

Niagara Region Public Works Committee ~

Linking Niagara Transit Committee  [SSSEGGG—G——

* LNTC has Mayor + 1 local Council
* IMTWG has transit representatives member from 3 MOU municipalities + 4
from all 13 municipalities Regional Councillors (10 total members)

IMT Working Group
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Milestones: What We’ve Achieved

LNTC/IMTWG focus is on numerous customer-facing system improvements:

« 3-year NRT operating extension — now ‘permanent’ service with triple majority
« Post-secondary student union contracts (U-Pass agreements)

« Sept. 2018 NRT service enhancements

« Single mobile platform for all systems — Transit App

« Common Service Guidelines — consistency/standardization across all systems
« Distinct route numbers to avoid customer confusion

« Backend on/off board technology merger to single provider
« Consolidated after hours customer service provider

* “Moving Transit Forward” — public awareness campaign
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MOVING
FORWARD

oownoao @t Hello, Niagara Region

H . CONNECTING MORE PEOPLE
"n transit T0 MORE POSSIBILITIES

Download Transit and become
connectedto more [~~==isiliiss

DOWNLOAD &% IN THE J MUVING
FORWARD

oo Hello, Niagara Region

Are you ready for daily GO Trains
and improved Transit?

- . CONNECTING MORE PEQPLE
g transit T0 MORE POSSIBILITIES

FORWARD NIRGARAREGION.CA/TRANSIT Nisgara VY Region
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Workplan: What’s Next

Launch Common Universal Support Person Pass January 2019
Initiate Specialized Transit Review (9 months) January 2019
Real-time GPS-enabled fleet go-live January 2019
Common Fare Strategy January 2019

Harmonize GTFS data (Google feed for web-based trips) February 2019
MTO response to PGT operating/consolidation impacts Q1 2019

Consolidated customer service call centre strategy Q1 2019
Financial and asset valuation for governance options End of Q1, 2019
Integrated route map/rider guide Q2/Q3 2019
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Moving Transit Forward: Where We’re Going

« Rationalization of duplicate post-secondary routes for
efficienc [romsoo
y e

« Better integration with municipal transit i.e. 30 minute / --------
Service, Sunday and Holiday Service

* New Niagara-West IMT link (integration with GO
Transit — bus + train)

* New dynamic transit services for low-demand areas
» Improved connections to GO Train service

* Integrated fares and payment technology i.e. mobile
ticketing

* New or enhanced amenities, e.g. Wi-Fi, bus shelters
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2017
Service Base

Phase 1
(2018) Year 1

Phase 2
Years 1-2-3

New Transit Structure Set-up
Years 2-3

M

Existing Niagara
Region Transit
System

9

Existing service
optimization &
information
gathering

»

A

Additional
service +
alternatives
development&
monitoring
service delivery

Business Case

NRT system
governance
options & costing

LNTC preferred
alternative

Phase 3
2021

2021
Service Base

Final transit
governance
model

*may require triple
majority*

Local & Regional
Council
endorsements

Long-term

service
improvements &
information
gathering

Other Milestones

Grimsby GO Rail Service
(2021) — opening day
TBD

2021 Summer Games
(August)

New
Niagara Transit
Service

Service Enhancements Service Enhancements
Phase 1 Phase 2

Key Studies & Long Term
Transit Service & Planning
Decisions

Studies / Analysis Additional Studies (TBD)
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2017 Wavel Wave 2 New Transit Structure Wave 3 2021
Service Base (2018) Year 1 Years 1-2-3 Set-up Years 2-3 2021 Service Base

\

9 ?

» »
B

* Uniform customer

\

Customer service policies « One Customer Call

Service * Support person pass Centre
Enhancements

* Wave 3 Customer

Service Improvements

* Single point after-hour
Governance

call handling Decision

* 10-Year Strategic Plan

* Gas Tax impacts Transit Assets Inventory Study

* Specialized Transit Study * Financial Study/ Operations * Fare box integration

Studies/
Analysis « Branding Strategy & Study * Transit maintenance garage and
communications * Human Resources Study operations centre
- Additional . i i
approach « Business case development Transit ITS improvements
Studies if + Mobility management initiatives

Required (first & last mile)

IMT Customer Service Enhancements : :
FORWARD | and Key Studies Niagara /#/ Region
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2017 Phasel Phase 2 New Transit Structure Wave 3 2021
Service Base (2018) Year 1 Years 1-2-3 Set-up Years 2-3 2021 Service Base

151,000 hrs
New Base

149,000 hrs
89,000 hrs ° ‘
48,000 hrs °
* 8 NRT Routes

* 2Feeder ° * Merge SCT Route 26 with 40/45

Routes . .
41.000 * Merge Brock Link & NOTL with 70/75
. ' ) M'erge NFT Route 21 * Initiate a new NRT route connecting Brock & NOTL
Service hours (hrs) with 60/65 Campus

* Merge SCT Route 27 . .
with 70/75 Add Serv.lce Hours to 40/ 45, 5.0/ 55, and 70/75

« Add service hours to * Add service hours to PC & FE links
60/65 * Add NRT-west service routes (pilot)

* Add Pelham & Lincoln feeder connection routes (pilot)

IMT Service Enhancement Implementation Strate S :
FURWHRI] *Subject to Regional Council Approval p gy m
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Inter-municipal Transit Network - September 2019 g= 9 —— o—

Map Legend

NRT Routes

& @ & Route 7075 - Enhanced

@ @ @ Route 60/65 - Enhanced

Student Routes
(Future merger with IMT routes)

Route 28

w— Route 51/52

S Route 40/45

Route 50/55
o, e FE Link - Enhanced
S PC Link - Enhanced

Future West Routes
eeese Route 80-81

seeee Route 82-83

Niagara Falis
eeeee Routs 00-01 (AM/PM)

#ssee Route 00-81 (Regular)

'
]
[}
’

Notes:

A. Connection with Pelnam Transit - Route 70/75 enhancements —l s T
include merger of the Brock Link and Niagara-on-the-Lake Link

B. Existing local transit service (Lincoin). Route overiaps to be A
optimized in consultation with Town of Lincoln |

C. Route 90/91 AM/PM connects West Lincoln - Grimsby ‘

downtown - Casablanca GO Park and Ride. This service |

transfers as 90/91 regular service during the off-peak periods o T e L B T
D. Potential future extension to St. Catharine’s Terminal -

E. Potential future merger of 80/81 and 82/83 as one IMT route ~
connecting Grimsby Go Station — Lincoln — St. Catharines Terminal

M U V I N G ** Routes are subject to minor changes based on operational needs

Inter-Municipal Transit Network Expansion — September 2019

FORWARD  DRAFT Niagara 4/#/ Region

13



An Accelerated Path to Connectivity

160,000

140,000 ;’ New
!
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Service Hours
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e Dillon
Recommended

[ Projected
beyond Dillon
recommended
period

= == == Accelerated
Plan

Daily GO Train Expansion to Niagara (2019-2023)

LNTC - Transit Coordination and Working Group
Deliberations

o 30 minute IMT Mainline Service | Weekend &

Holiday Service

o IMT West Niagara Service

o Feeders

o Customer Service improvements

o Business case for governance decision

Post-Secondary Student Union Negotiations

Region Equal Partner in Governance Discussions

Niagara,/l/ Region
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Operating Impact: 2018 — 2022 Outlook

Cumulative Operating Impact

over 2017 Total Net Operating Budget Required
. By 20R22,_ 40.00 increase to the
lagara Region =t general levy
Trans_lt will e m2018 W2019 W2020 2021 W2022 to fund service
require a } enhancements:
budget increase 25.00
of $11.6M '£20.00 1.5% in Yearl
£15.00 |
_ plus an
Local TranS|t 10.00 additional
savings 5.00
5% - 70% for ) I : 1.53% in Year2
reinvestment in Niagara FortErie  Niagara Falls Port St. Catharines  Welland
Transit (500) " Region Colborne  (incl. Thorold)

Niagara Region total investment of $31.2M Operating (+$8.6M Financing /OH)

Local Transit net operating and capital opportunity of $4.6M to be re-invested in local transit
(realized through increased revenues and capital redeployment)

MOVING
FORWARD Niagara Y/ Region
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Capital Impact: 2018 — 2022 Outlook

The estimated five year total NRT capital cost is $28.7M

2018: $3.3M refurbishment of three 40-foot buses, one new 40-foot bus & two 60-foot articulated buses

2019: $13.9M four 60-foot articulated buses, ten 40-foot buses, smartcard farebox, transit stop
upgrades and ITS components (mobile ticketing and Wi-Fi)

2020-2022: $11.5M existing fleet lifecycle replacement

Niagara Region Transit does not have sufficient fleet to service existing NRT routes or service expansions

« 20 additional buses are required for proposed service strategy (increasing fleet size from 11 to 31)
- 10 buses required to replace locally supplied buses on existing IMT routes
- 10 buses needed for service enhancements and expansions

» Route rationalization/consolidation results in a transfer of PGT from local operators to Region

» Increased NRT fleet will allow local operators to redeploy their fleet to meet pressures for planned local
service expansions without incremental capital expenditures

MOVING

FORWARD Niagara ¥/#/ Region
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Jurisdictional Comparison — Transit

Current Proposed
2016 CUTA Transit Statistics Durham Waterloo Region Hamilton Niagara System
608, 507, 519, 431,3 431,3
Census Population 2011 124 096 949 46 46
567, 452, 490, 358,8
Service Area Population 421 687 673 05 427,016
% Population Serviced 93% 89% 94% 83% 99%
Service Area Size (km2) 405.9 231.3 243 555 555
21,0 52,0 41,0 27,0
Full Time Student Population 00 00 00 00
% of Population 3% 10% 8% 6%
1
Active Vehicles 186 249 251 47 164
12,225,6 27,014,6 29,919,6 9,719,6
Boardings (conventional + specialized) 93 41 58 12 -
10,372,8 20,047,6 22,232,6 8,851,6
Ridership (conventional + specialized) 06 52 66 98 -
66,445,8 82,213,9 79,135,5 43,323,0 53,925,4
Total Direct Operating Expenses 83 57 06 17 39
25,843,1 32,063,1 39,603,8 21,861,7 S 23,266,6
Total Operating Revenues 51 97 30 63
40,602,7 50,150, 39,531, ~ $ 21,461,2 $ 30,658,7
Net Operating Costs 32 760 676 \. 19 77
R/C Ratio 39% 39% 50% |~ 50%
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Niagara Specialized Transit (NST)

 Launched in 2006 nst AGARA SPECIALIZED
* Provides accommodations for riders with TRANS'T VB,AC.KGVRQU‘INDEB
disabilities — requires application R L T
» Door-to-door IMT trips in Niagara and to Hamilton [
« Partnership with DARTS (Hamilton) T SB
+ Service levels, ridership and costs have grown ARE
exponentially S E
« Contracted service (currently The BTS Network) II © [0hats
« Specialized Transit Study underway ey
« Customer service review 070706~
- Operational review + Demand forecast = e
« Governance options + jurisdictional review S ————

CONNECTING MORE PEOPLE TO MORE POSSIBILITIES

2018 BASE BUDGET
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NST. Managing Growth, Meeting Demand

2018 Service 2019 Service
« Tracking for 30,000 individual rides » Focus on stability for riders and
- Estimated total expenditure - $2.4M continuity of service
« 2018 ridership exceeding budget « Maintain daily 2018 ridership
capacity at start of Q4 (Sept.) average (100/day or 600/week)
 Additional funding support ($500Kk) * Requires additional new
required in September to maintain iInvestment of approx. $450k to
service levels and customer maintain these levels
stability « 2019 projections do not account
« Council direction for customer for increasing demand
service review
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THANK YOU - QUESTIONS?




