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NIAGARA REGION TRANSIT
BACKGROUNDER

Inter-Municipal Transit (IMT)
* Routes travelling between municipalities
* Primarily provided by Region (non-exclusive)

* "Hub-to-hub’ connections e
. | j ~500Ki 1 transit: ff]
Niagara Regional Transit (NRT) WG < -
« Operates defined IMT service A s e
- Service delivery contracted by Region to O ) 50K
Niagara transit providers (WL, STC, NF) RENENE

NRT SERVICE PARTNERS:

Niagarafalls ’ St. Catharines ellanc
“contracted service provided by municipalities
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Overview: Where We’ve Been

Key Inter-Municipal Transit Milestones:

2011-2017
Feb. 2017

June 2017
Dec. 2017
May 2018
Sept. 2018
Feb. 2019
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NRT IMT pilot service

Niagara Transit Service Delivery and Governance Strategy
Report (Dillon Consulting, “Dillon Report”)

Unanimous ‘triple majority’ achieved

Unanimous transit MOU (STC/NR/NF/WE)

Unanimous 3-year ext. of NRT service

IMT Service Implementation Strategy approved by PWC

Regional Budget — 2019 IMT service plan

mansgemerservios [l Group

Niagara Transit Service Delivery
and Governance Strategy

Final Report
January 2017
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Regional Council

Niagara Region Public Works Committee

Linking Niagara Transit Committee

embers
4 Regional
s)

IMT Working Group

from all
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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 (mainline + Link routes)

« 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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DOWNLOAD |dxj IN THE A¥

: . CONNECTING MORE PEOPLE
"ﬁ t ransi t T0 MORE POSSIBILITIES

Hello, Niagara Region "

Download Transit and become \
connected to more possibilities. ‘

DOWNLOAD &3 IN THI M[]VI NG
FORWARD

DOWNLOAD p 7 IN THE APP STORE Hell o, N i agara R egion

Are you ready for daily GO Trains
and improved Transit?

v . CONNECTING MORE PEQPLE
& transit TO MORE POSSIBILITIES

MOVING % _
FORWARD NIRGARAREGION.CA/ TRANSIT Niagara 48 Region
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Moving Transit Forward: Where We’re Going

» Rationalization of remaining duplicate IMT post-sec routes

» Better integration with municipal transit (30 minute Service, _wu?"‘ﬁ
Sunday and Holiday Service)

» Upload of Port/Fort Link routes
* New Niagara-West Link (integration with GO bus/train)

* New Link route extensions (Lincoln/Pelham)

* New dynamic transit services for low-demand areas
* Improved connections to GO Train service
 Integrated fares and payment technology (mobile ticketing)

* New or enhanced amenities (Wi-Fi, bus shelters, etc.)
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Workplan: What’s Next

Business Case Complete - Q1 2020

Current state financial and asset valuation analysis Summer 2019
Common fare strategy (incl. financial analysis) Fall 2019
Specialized transit review Phase 1 Fall 2019
Branding and communication strategy approach Fall 2019
Human resources study/review Fall 2019
Legal Review of legislative requirements Fall 2019
Financial impact analysis (governance options) Q1 2020
Operational & Customer Service Enhancements™ - Q1 2020
Options for integrated customer call centre Summer 2019
Integrated route map/rider Summer 2019
Streamline all data inputs Fall 2019
Technology enhancements (real-time tracking, wifi, etc.) Q1 2020
All NRT mainline routes to 30 minute peak headway Q1 2020
Introduce NRT (IMT portion) West Niagara service Q1 2020
New Link feeder connections to Lincoln and Pelham Q1 2020

Summer 2019
M DVI NG Integrated capital forecast/commitment Spring 2019

FORWRRD

MTO PGT transition/consolidation strategy and response

W’/’/ Region
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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)

MOVING
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Transit Governance:
Guiding Framework with Aspirational Timelines

Niagara 48/ Region
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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 {
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 4/#/ 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 —_ :
FURWHRI] *Subject to Regional Council Approval p gy m
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Inter-municipal Transit Network - September 2019 " P p—

Map Legend

NRT Routes

m um @ Route 7075 - Enhanced

= & @ Route 6085 - Enhanced

Student Routes
(Future merger with IMT roures)

e

Route 26
. — Foute 51/52

— Royte 40045

; Route 50/55
P, : FE Link - Enhanced
m—— PC Link - Enhanced
“rommT Future West Routes
& S ssess Route BI-B1
-.n——n“;\ X
. . e i Hieam Falls sssss Route B2-83
’M.* = ssses Route B0-B1 (AM/PM)
sasss Route B0-81 (Regular)
i
i i © tagarm hogtm, s P oin,
1 ontmran et G I
T g e vy o vmsia dain N
N e an n corar am o uky 2010
= y, .
F,
L E e
3 =
%, == i
£
- i
H
P - -\: o
i
Notes: H :
A. Connection with Pelham Transit - Route 70/75 enhancements -4 L T
include merger of the Brock Link and Niagara-on-the-Lake Link T
B. Existing local transit service (Lincoln). Route overlaps to be '\.\
optimized in consultation with Town of Lincoln |
C. Route 90/91 AM/PM connects West Lincoln - Grimshy \
downtown - Casablanca GO Park and Ride. This service |
transfers as 90/91 regular service during the off-peak periods —_— T

oy

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 Teminal

M D V I N G ** Routes are subject fo minor changes based on operational needs

Inter-Municipal Transit Network Expansion — September 2019

FORWARD  DRAFT Niagara 40/M#f Region
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An Accelerated Path to Connectivity

Daily GO Train Expansion to Niagara (2021-2023)

160,000 LNTC - Transit Coordination and Working Group
140,000 /] s Dillon Deliberations
Re nded . . s .
120 ; et o 30 minute IMT Mainline Service | Weekend &
,000 ;
£ 100,000 ’ @F}h‘ﬁé""‘“ Holiday Service
o ‘ " m Projected . .
= 80,000 bevond Dillon o IMT West Niagara Service
= recommended o Feeders
60,000 period o
o Customer Service improvements
40,000 e e Accelerated . . .
Plan o Business case for governance decision
20,000
0 oL7 2015 2015 2020 2021 2022 2023 2124 2025 Post-Secondary Student Union Negotiations

Region Equal Partner in Governance Discussions

MOVING
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NRT 2019 Budget Strategy

2019 Budget Consideration

Support regional integration, GO Service & Economic Development through Separate Transit Levy
« $11.5M total operating budget increase over 2 years to support the proposed NRT service enhancements
* Increase of $7.9M or 2.3% separate levy in 2019 for operating and capital costs

Net Operating Costs

Debt Financing

Total Operating Costs
Incremental cost (incl. debt)

Separate Transit Levy

« Supports $13.9M in 2019 capital assets
» 14 additional buses (6 required to replace local fleet & 8 for service enhancement /expansion)

MOVING
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NRT Revenue Outlook

Regional transit relies heavily on post-secondary students

* Proposed route consolidation will transfer NCSAC charter service expenditures into NRT U-Pass revenue
* Increased ridership results in increased PGT

Future Transit Revenue Growth
« Continue to work with Post Secondary
Institutions to ensure appropriate

NRT U-Pass Revenue (BUSU+NCSAC) _ . _ contributions for enhanced service
» Expansion to support GO will generate
Other Cash, Pass Revenue : additional ridership and revenue

» Provincial PGT announcement to double
municipal allocations by 2022 should
generate sufficient funding for 2 bus

Provincial Gas Tax : : : lifecycle replacements annually

Total Revenue

MOVING
FORWARD
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Provincial Gas Tax Outlook & Opportunity

Niagara Transit System Provincial Gas Tax
Independent CUTA reporting from small local transit operators 2015 - 2023
will not generate sufficient operating costs and municipal 120

ccl)'njck:ilbul;cion's t(? ler(mssur_elz_ th(eI;/Gr_l(_e)ceive the maximum amount of o m Niagara Transit System Actual PGT
eligible Provincial Gas Tax
10.0 B Niagara Transit System Eligible PGT
Benefits of Joint CUTA reporting:
* Local transit operators could apply PGT funding towards 9.0
net operating expenses without limiting future PGT “
allocations. s >
* Local transit operators could increase transit spending 7.0
without incremental tax burdens on residents. *
* Niagara Region would receive a share of the population o0
portion of the annual PGT allocation based the relative o
proportion of demand/ridership.
4.0

MOVING

2015 2016 2017 2018 2019 2020 2021 2022 2023
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Transit Jurisdictional Comparison

Proposed transit investment consistent with other southern Ontario jurisdictional
comparisons

» IMT Ridership growth will increase over time with better integration with GO Transit and local services
through 30 min daily service and additional of Sunday and Holiday services

Niagara Transit System
2017 CUTA Transit Statistics Waterloo Region  Hamilton London Durham 2017 2020

Proposed

Ridership 19.7M

21.4M 22.9M 10.2M 8.9M 9.6M

Total Direct Operating Expenses $86.3M $89.5M S64.9M $70.5M S45.6M $62.3M
Total Operating Revenues S34.3M S41.7M $32.3M $26.6M $21.9M $25.7M
Net Operating Costs $52.0M $47.7M $32.5M $43.9M $23.8M $36.6M

R/C Ratio 40% 47% 50% 38% 48% 41%

Service Hours 770,136 875,028 667,669 545,774 625,535 737,111
Approx. Full Time Student Population 52,000 41,000 50,000 21,000 27,000
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THANK YOU - QUESTIONS?



