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Section 1: INTRODUCTION
Public transit has been a topic of long-standing debate in the Town of Cochrane for its potential
benefits and associated costs to the community. Since the Town of Cochrane was approved for $9
million (1/3 municipally funded) through the Alberta Green Transit Incentives Program
(GreenTRIP) in 2011, numerous studies and options have been presented to Town Council. None
of these previous options were approved by Town Council. With the pending deadline of
December 31, 2020 to use the GreenTRIP capital funding, the Transit Task Force (TTF) has been
appointed by Town Council as an advisory group for the consideration and development of a local
transit service within the Town of Cochrane.
The approach taken by the TTF has been far different than previous studies. The TTF began by
understanding the different rationales for local transit to maximize potential social and economic
benefits, while reducing risk and long-term ongoing costs to Cochrane residents. Previous studies
focused on traditional fixed route bus options, the TTF has considered a range of innovative transit
options to provide greater flexibility, cost effectiveness, and a higher quality of service. The
options considered were On Demand Transit, Mobility as a Service, subsidized Uber, subsidized
taxi service, autonomous vehicles, and park-and-ride regional transit. Furthermore, rather than
making assumptions on the transit service standards (e.g. wait times, fares, bus type, etc.), the Task
Force engaged the community to create a ‘Made-in-Cochrane’ transit recommendation that reflects
the needs, values, and priorities of Cochrane residents.
This ‘Made-in-Cochrane’ local transit recommendation focuses on reducing costs and risks to the
Town, while maximizing on potential economic and social benefits. Economic benefits provide a
strong rationale for the provision of rural public transit as numerous cost-benefit studies show a
higher economic benefit to cost ratio (i.e. every $1 spent on rural transit operations, results in
greater than $1 of economic returns). Key economic benefits identified by the Task Force were:
•
•
•
•
•

Reduces cost of living and increases the consumer surplus (money saved per trip by using
transit to be used elsewhere in the economy)
Reduces number of foregone trips (not available or affordable) related to work, medical,
and shopping trips
Reduces employee turnover and increases potential employee pool
Growing the local economy by attracting businesses
Potential to reduce traffic congestion to create time and fuel savings
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The social benefits of local transit for a town are more commonly discussed and well known. The
Task Force highlighted the following social benefits:
•
•
•
•
•
•

Provides greater mobility options and independence for Cochrane residents (key groups
are: seniors, youth, low-income households, and residents with limited mobility)
Reduces reliance and pressure put on paratransit providers
Reduces green house gas (GHG) emissions
Addresses one of the largest perceived social impacts (Cochrane Cares Survey, 2017)
Reduces number of foregone social trips
Allows for a more inclusive community (ex. town events, public hearings, etc.)

There is no standard size of town at which public transit should be considered. For each town, the
appropriate service type, service standards, and service cost varies and depends on the geography,
demographics, budget, and other characteristics of that town. The risk of an inefficient local transit
service is creating a system that does not reflect the unique values and priorities of a community
and does not fit within the budget of a town. For this reason, the Task Force focused on transit
options that provide service flexibility and operate at a feasible cost to Cochrane residents.
The transit service option the Task Force recommends is On Demand with Mobility as a Service.
On Demand Transit is a mix of ride-hailing technology and public transit with routes created based
on where people are and where they would like to go. On Demand Transit allows for more efficient
routes and community coverage compared to a fixed route transit service, because the bus does
not go to a distant stop unless there is rider requesting the bus. Users book trips through a smart
phone app, website, or by calling in over the phone. Multiple trips can be booked days in advance
or bookings can be made last minute with average wait times of 20 to 30 minutes. On Demand
transit offers flexibility as the service can be increased or decreased to match the actual transit
demand of Cochrane.
Using the On Demand software platform, Mobility as a Service can be added to offer a range of
additional transportation options that users can book using their phone or computer. These options
could include: regional transit, taxi/shuttle services, ride-sharing (carpooling), ride-hailing (Uber,
Lyft, etc.), and bicycle sharing/parking. By offering a range of options there is a larger pool of
potential users, which provides a more robust service and can help to further reduce traffic
congestion. In addition, since the local On Demand service is flexible, if other options reduce the
demand for the local bus service then the service can be reduced to save on operation costs.
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Next, The TTF moved to a robust community engagement to determine what service standards
should be recommended. Through the engagement process, over 250 online and paper surveys
were completed, and based on this community input the Task Force set their recommended local
transit service standards (see Section 9 – Recommended Service Standards). By setting these
service standards the Task Force was able to gather cost estimates based on the priorities of the
community input. Cost estimates are based on the external contracting of local transit service
operations, which include customer support, drivers, fuel, maintenance, on-demand software,
vehicle hardware, and cellular data. Furthermore, by contracting operations externally the risk to
the Town is reduced, and the contractor can provide their transit industry expertise.
On Demand transit with the option for Mobility as a Service also provides considerable operation
cost savings compared to previous fixed route transit options. For example, the most recent
Ultimate Fixed Route option presented to Town Council had an estimated net annual operating
cost of $1.5 million to provide service to the entire community Monday to Friday 6:00am –
8:00pm, and Saturday for 6 hours. Operating these same times with the On Demand service is
recommended by the TTF as a starting base service, which can be adjusted by testing actual
demand of different time spans. Using a direct On Demand transit comparison with the same
service coverage, span, ridership estimates (234,000), and fare price ($2.00) the annual net
operating cost is $359,000 (Table 1). However, the TTF prefers using more conservative figures
and recommends using industry recovery rates over ridership estimates, which range from 17% to
44%. The expected average recovery rate over the 5-year pilot project is 33%.
On Demand transit with the recommended service standards and expected cost recovery of 33%
using the cost estimate of $75 per hour per bus service shows this service can operate at roughly
one-third (1/3) the cost of the previous $1.5 million fixed route option. This net annual operating
cost of $554,000 has an expected impact of $3.84 per month to the average household (Table 1).
Furthermore, the annual ridership for the 33% cost recovery would be roughly 109,000 trips based
on the recommended $2.50 fare, and this does not factor in alternative sources of revenue (e.g.
advertising, partnerships, etc.).
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Table 1: Cost Estimates Comparison of On Demand to Ultimate Fixed Route

On Demand Cost Estimate with Ultimate Fixed Route Scenario
Service Provided

Weekdays Peak Hours (6am – 9am) / (3pm – 6pm)– 4 buses
Weekdays Off Peak (9am – 3pm) / (6pm – 8pm) - 2 buses
Saturday (9am – 3pm) – 2 buses
TOTAL WEEKLY SERVICE HOURS: 212hrs

Annual Net Operations Cost

Cost per Household/Month (2019)

Based on Ultimate Fixed Route
$359,000
Ridership (234,000)
$686,000
Lowest Cost Recovery Rate: 17%
Average Cost Recovery Rate: 33%
$554,000
Highest Cost Recovery Rate: 44%
$463,000
* Operation costs based on median estimate of $75 per hour/per bus
** Fixed route scenario ridership revenue is based on $2 fare
*** Cost recovery rates based on Peer Review 17% lowest, 44% highest, and 33% average rate

$2.49
$4.75
$3.84
$3.21

Table 2 compares the TTF’s Recommended Base Service Scenario with the expected target cost
recovery rate of 33% to a Peer Review study of 19 small municipalities (2015). It is important to
note all transit services have different service standards, geography, demographics, and a large
range of other characteristics that make direct comparisons of cost and ridership difficult. The
recommended service for Cochrane provides full service coverage, a full day and evening service
span, and Saturday service at a relatively low net operating cost.
Given the TTF’s research provided in this report which identifies numerous potential economic
and social benefits, compared to low financial risk to the Town of Cochrane and its taxpayers the
TTF recommends:
Town Council approves the recommended service standards (see Section 9.11) and
directs Administration to proceed to the Request for Proposal (RFP) process based
on those approved service standards and scenarios. Following the RFP process Town
Council considers awarding the contract to provide transit services.
If Town Council approves this recommendation at the next Council meeting on Monday,
September 10th it would only be moving to the next step of requesting proposals with hard costs
as part of the RFP process. The Town would not be committing any funding until after the RFP
process, estimated to be completed by December 2018. At that point, Town Council can consider
awarding the contract to an operations contractor for the local transit service. This initial report
presents the work of the TTF, recommends service standards, provides cost estimates for the
recommended local transit service.
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Table 2: Size, Serrvice, and Operation Cost Comparison with Recommended Service
Municipality

Pop.

Grande Prairie 55,000
Airdrie

54,891

Ridership

Coverage

Full Day
6am – 6pm

Gross
Operating Cost

Cost
Recovery

Net
Operating
Cost

762,487

Partial

Full Day

$4,744,334

17%

$3,937,797

186,635

Partial

Full day

$1,807,646

44%

$1,012,282

Brandon

53,000 1,175,703

Partial

Full Day

$4,285,073

28%

$3,085,253

Cornwall

46,340

880,698

Partial

Full Day

$3,960,925

30%

$2,772,648

Charlottetown 45,000

446,168

Partial

Full Day

$1,870,771

39%

$1,141,170

Kentville

42,500

404,000

Partial

Full Day

$2,582,514

37%

$1,626,984

Timmins

38,622

958,868

Partial

Full Day

$4,726,880

32%

$3,214,278

Belleville

37,000 1,059,339

Partial

Full Day

$3,954,197

44%

$2,214,350

Prince Albert

35,000

351,597

Partial

Full Day

$1,323,796

35%

$860,467

Moose Jaw

34,000

462,584

Partial

Full Day

$1,146,101

39%

$699,122

Stratford

32,000

615,745

Partial

Full Day

$2,411,846

37%

$1,519,463

Spruce Grove 29,526

83,392

Partial

Peak Only

$1,146,101

39%

$699,122

58,269

Partial

Peak Only

$815,265

24%

$619,601

Full

Full day

$827,000

33%

$554,000

Leduc*
Cochrane

28,853

27,960** 109,137

Whitehorse

23,192

607,218

Full

Full Day

$2,926,154

35%

$1,902,000

Leamington

20,000

23,975

Partial

Full Day

$208,949

17%

$173,428

Yellowknife

19,234

196,427

Partial

Full Day

$1,041,151

32%

$707,983

Miramichi

18,500

65,800

Partial

Full Day

$469,900

43%

$267,843

Cobourg

10,741

109,244

Partial

Full Day

$587,749

21%

$464,322

Source: Town of Cochrane (October 20, 2017) Local Transit Feasibility – Next Steps: Comparison of Transit
Systems in small Canadian Municipalities (2014).
*Leduc Transit’s first year of operations
**2018 population used for Cochrane’s hypothetical service other municipalities use 2014 populations
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Section 2: THE TRANSIT TASK FORCE
This Council Report on local transit reflects the work of Cochrane’s TTF from April 2018 to
August 2018. The TTF has reviewed previous studies and reports, explored evolutions in the transit
industry, engaged the Cochrane community, and deliberated to create a recommendation on the
most viable local transit options for Town Council consideration.
The TTF is a Council appointed advisory group, advising on the consideration and development
for a local Transit service within the Town of Cochrane. The TTF membership consists of:
Voting Members:
One (1) Chair of the Task Force appointed as, Mayor Jeff Genung
Two (2) Town Councillors - Marni Fedeyko and Tara McFadden
One (1) Family and Community Support Services (FCSS) and Social Planning Advisory Board
Member
One (1) Cochrane Society for Housing Options (CSHO) Representative
Four (4) Public at Large (including one paratransit user, one youth representative, and two senior
representatives)
Non-voting Members:
Two (2) Administrative Representatives (CAO, Transit Analyst)
The TTF is guided by the Terms of Reference (see Appendix 1 – Terms of Reference) set by
Council, to provide Town Council with the most viable local transit options, and all the necessary
information for them to make an informed decision to reject, accept, or direct Administration to
consider alternative options for local transit. This report is accompanied by a presentation by the
TTF to Town Council on September 10, 2018. The presentation will recommend transit service
standard with a cost estimate range for each option. With these service standards, the Task Force
recommends Council allow Administration to begin a Request for Proposals (RFP) process for
local transit operations, and infrastructure. Having Council first set the service standards allows
for their input on a ‘Made-in-Cochrane’ transit service and have an estimate of the cost prior to
the RFP process. Therefore, Council would not be committing funding to local transit until the
final proposal costs are known following the RFP process. Council would make a final decision
by December whether to commit funding to a local transit service based on a contract price and
further demand studies.
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The TTF’s Terms of Reference and the GreenTRIP capital funding are specific to a local transit
service within the Town of Cochrane. Although the focus is on a local service, the TTF has worked
to create a local transit recommendation that is able to integrate and partner with regional transit,
school transit, paratransit, and taxi/shuttle services. This Council Report has been structured to
follow the approach used by TTF to reach their recommendation for Town Council. The approach
consisted of 5 steps:
1. Consider previous studies, reports, and information on the feasibility of a local transit system in
Cochrane (see Appendix 2 – Background Documents)
2. Understand rationales for and against local transit in the context of Cochrane
3. Research evolutions in the transit industry and select the most viable and appropriate option to
recommend for Town Council to consider
4. Conduct a robust community engagement to determine what service standards reflects the values,
needs, and priority of Cochrane residents
5. Provide Town Council with a transit recommendation reflecting desired service standards, cost
estimates, funding sources, and phasing.
This Council Report and the recommendation to procced with the service standards set in this
report are supported by the TTF as a viable and appropriate options for Town Council
consideration.
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Section 3: BACKGROUND
The TTF has reviewed previous studies and reports from the past eight years when Cochrane first
applied for the Alberta Green Transit Incentives Program (GreenTRIP) in 2010.

3.1 GreenTRIP Funding & Allocation
The GreenTRIP funding is an Alberta Ministry of Transportation capital funding program
intended to support public transit in Alberta. This support is aimed at providing communities with
a wide range of sustainable public transit alternatives, increasing transit ridership, reducing traffic
congestion, and reducing GHG emissions.
On May 2, 2011, the Town of Cochrane was approved for $9 million of GreenTRIP funding for
the creation of a local and regional transit service and the construction of a transit terminal. The
$9 million in GreenTRIP funding is sourced with 2/3 ($6 million) coming from the provincial
government, and 1/3 ($3 million) coming from the Town of Cochrane. The $3 million from the
Town of Cochrane is funded through the Community Revitalization Levy (CRL) / Municipal
Sustainability Initiative (MSI) grant (not property taxes).
The original GreenTRIP Application (approved May 02, 2011) was allocated as follows:
• Fleet of 4 double-decker buses
$3.6 million
• Design and build of public transit terminal
$4.8 million
• Local transit service
$637,500
This application was focused on creating a regional connection to Calgary. However, with the
Calgary Regional Partnership focusing on regional transit, and research showing strong local
transit is necessary to support a successful regional service the Town was advised to focus on local
transit for the GreenTRIP funding. To focus on local transit the GreenTRIP application was
amended on June 22, 2017.
The Amended GreenTRIP Application has the following allocation:
• Bus Fleet (8 small – mid size buses)
$2.0 million
• Bus stop infrastructure
$1.0 million
• Land for Downtown transit hub
$2.0 million
• Plan, design & construct Downtown transit hub
$3.5 million
• On-demand, fare and information systems
$500,000
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The land for the Downtown transit hub already has a potential site on the recently purchased 360
Railway St. West (Old Esso Bulk Station). If Council decides to proceed with local transit and the
transit hub is built on the site than $1,266,667 (21% of GreenTRIP) will be used to off-set the
purchasing cost of $1.9 million. This amended application is what the TTF is using to make their
recommendation, because another amendment to the application would risk putting the completion
of the transit service past the GreenTRIP deadline.

3.2 GreenTRIP Funding Conditions
The GreenTRIP funding is specific to public transit capital purchases and projects approved within
the June 22, 2017 amended GreenTRIP application. The province pays proportionally two-thirds
(2/3) of whatever is spent up to $9 million, therefore not all the GreenTRIP funding must be used.
For example, if only $6 million is spent on the approved local transit capital then the province will
fund $4 million. The deadline for the GreenTRIP funding to be used with all purchases and work
completed is December 31, 2020.
It is important to note, the GreenTRIP funding also contains a long-term commitment clause to
assure the funding is used with the intention to create a long-term local transit
solution/improvement. The Memorandum of Agreement requires a full or partial repayment of the
provincial if local transit is abandoned:
•

within 2 Years after Project completion – 100% of funds contributed

•

between 2 and 5 Years after Project completion – 55% of funds contributed

•

between 5 and 10 Years after Project completion – 10% of funds contributed

Given this long-term commitment clause of the GreenTRIP funding, the TTF recommends local
transit be considered as a minimum of a five-year commitment. As part of the risk assessment a
five-year cost to assets comparison has been conducted, which finds the Town will have a surplus
of asset value after deducting operating, initial, and abandonment costs.
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Section 4: FINANCIAL RISK ASSESSMENT
The financial risk to the Town of Cochrane and its taxpayers has been assessed as minimal. The
capital funding for the development of the transit service is covered through the GreenTRIP
funding with two-thirds (2/3) $6 million provided by the province, and one-third (1/3) $3 million
from the municipality. The provincial portion of $6 million is secured through the Memorandum
of Agreement made as of 15th day of August 2017. While, the $3 million of municipal funds have
been secured through the Community Revitalization Levy (CRL) $631,206 (2017) + 1,178,794
(2019) which is guaranteed, and the remaining $1,190,000 coming from the 2019 MSI grant which
is considered secure and low risk. Furthermore, GreenTrip funding will be reconfirmed with the
Alberta Ministry of Transportation prior to capital purchases in 2019.
The ongoing operating costs are estimated at up to $600,000 for the recommended service and will
be covered by property taxes which will be phased in over the 2019 to 2021 budget period with a
target of no greater than 3% overall annual property tax increase to cover all municipal services,
including transit. The Task Force recommends a contracted operations service to increase
flexibility and reduce risk. With an On Demand contracted service based on an hourly rate for each
hour of service allows Council to match budget allocated to transit to service levels. The contractor
would be responsible for the provision of customer support, drivers, fuel, maintenance, on-demand
software/app, vehicle hardware, and cellular data. The Town will be responsible for setting and
monitoring service standards. The need for additional Town staff is not anticipated following
transit implementation. The use of a contracted service reduces the Town’s risk and utilizes
expertise in the transit industry. Owning the transit capital reduces the operation costs (not being
charged an extra fee to use buses) and allow for a different contractor to be used if service standards
are not being met. Also, if future contracting costs become unaffordable, the switch to internal
operation is more feasible with infrastructure and buses already under Town ownership.
Table 3 compares the Town assets gained from using the GreenTRIP funding compared to all the
initial and operation costs to the Town over the five-year pilot project. Although highly unlikely,
this scenario represents a worst-case scenario where the local transit service is considered a failure
after five years of operations and council is considering abandoning the transit service. In this
scenario, the Town will still retain a surplus of asset value after deducting all the projects costs
and the 10% reimbursement.
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Table 3: GreenTRIP Funding Risk Assessment – Asset and Cost Comparison

GreenTRIP Asset & Cost Comparison

GreenTRIP
Assets
Gained

Municipal
Project Costs
Over 5 Years

$ 2,000,000
$ 3,500,000
$ 600,000
$ 1,000,000
$ 200,000
$ 7,300,000
Town’s GreenTRIP Contribution (through CRL and MSI grants)
$ 3,000,000
10% Repayment of Provincial GreenTRIP Contribution
$ 600,000
Net Operation Costs (capped at $600,000 annually)
$ 3,000,000
Total Costs after 5 years
$ 6,600,000
Property for Transit Hub
Building for Transit Hub
Bus Fleet Sold After 5 Years (30% of original value)
Bus Stop Infrastructure with WIFI in Downtown
Contribution to Rocky View Handibus (Software)
Total Asset Value after 5 years

Total Value After Assets & Cost Comparison

$ 700,000

By using the entire GreenTRIP funding the following assets are retained after five years:
Property for Transit Hub – Town continues to own the land used for the transit hub
Building for Transit Hub – The improvements to the transit hub land (e.g. sidewalk, parking,
etc.) and the building itself can be repurposed for another use.
Bus Fleet Sold After 5 Years (30% of original value) – The bus fleet will only be nearing
half of its lifespan and can be sold for at least 30% of original value
Bus Stop Infrastructure – The bus stop infrastructure (approx. 130 stops) can remain in place
for a possible future transit system. A sheltered bus stop is roughly $20,000, while a simple
post and sign bus stop is approx. $300. A key element of bus stop design will be ‘security by
design’, which aims to reduce loitering and acts of crime.
Also, the Task Force is exploring the use of micro transmitters for WIFI or cellular data
provision at Downtown bus stops, which could continue to be used in transit is abandoned. If
this WIFI option is not feasible or no longer desired, then less funding would be spent on bus
stop infrastructure (approx. $500,000).
Contribution to Rocky View Handibus (Software) – Rocky View Handibus Society the
current Cochrane paratransit provider is working to upgrade their routing software. The
GreenTRIP funding (up to $500,000) can be used as a contribution to the society to offset costs
of their service provision over time (current fees are $189,504 for 2018).
By using the entire $9 million of GreenTRIP funding and operating the transit service over five
years, the following costs are incurred by the Town:
Town’s GreenTRIP Contribution (CRL/MSI grants) – Initial municipal GreenTRIP
funding contribution of $3 million for missed opportunities, as it could be spent elsewhere.
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10% Repayment of Provincial Contribution – Reimbursement for abandoning between 5 to
10 years is $600,000.
Net Operation Costs (capped at $600,000 annually) – In this scenario the annual net
operating costs of the transit system is capped at $600,000, but this value can be set and
adjusted by Council to match increased or decreased demand. If demand increase steadily
Council can make the decision to increase operating costs or they can reduce service standards
(i.e. increase wait/trip times).
After this five-year pilot project, Council can decide on how to proceed while still maintaining a
surplus of asset value gained by moving forward with the pilot project.
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Section 5: PREVIOUS FIXED ROUTE OPTIONS
A key starting point for the TTF was to review the previous Cochrane studies and reports related
to using the GreenTRIP Transit funding. These previous studies starting in 2010 focused on fixed
route buses (see Appendix 2 – Background Documents). Fixed route buses are a traditional transit
system where a bus has a scheduled route and runs from stop to stop regardless of demand. A fixed
route system is very efficient for a town with a grid street network, high population density, or
sizeable transit ridership demand. Cochrane does not match this profile, as it has a dispersed
population, lower density neighbourhoods, complex topography, and unknown ridership demand.
To begin with a fixed route local transit service would mean either a limited service coverage or
service span, or a large operations cost to have both service coverage and span. Also, a common
issue of fixed route bus system is their lack of flexibility, because to meet the service frequency of
the bus’s schedule the bus must continue to run the route even if empty. The issue of empty buses
not only creates longer than necessary wait times and trip times, but also results in upset residents
due to an increased perception of an under used service.
The previous local transit options presented to Town Council on January 9, 2017 provided three
fixed route options. These three options divided residents on issues of service coverage (where the
bus goes), service span (time the bus is operating), and service cost. As Table 4 shows, Town
Council and community members are put in a difficult position to choose between these three
scenario options.
Table 4: Comparison of Previous Fixed Route Local Transit Options (2017)

Service Coverage?

TOWN OF COCHRANE
LOCAL TRANSIT TASK FORCE
P a g e | 15

Service Span?

Service Cost?

COUNCIL REPORT
August 30, 2018

Scenario 1: Core Service (see Appendix 3) provides service throughout the day from 6:00am to
6:00pm, but with only two routes it does not provide service to the entire community. These two
routes are assumed to be the ones with the highest ridership based on transit modeling using
population data and some sociodemographic data (age, income, etc.). The modeling is also used
to predict an annual ridership of 107,400 one-way trips. After subtracting the $2 per trip fare
revenue, the net operating cost for Scenario 1 is $564,000 annually. The frequency (wait time)
between buses ranges from 40 to 60 minutes. This scenario has only half of Cochrane residents
being serviced by the transit system so key areas of demand could be missed.
Scenario 2: Weekdays Peak (see Appendix 4) provides full service coverage to all Cochrane
communities with 400-meter bus stop coverage, but the service only operates weekdays during
peak hours 6:00am – 9:00am and 3:00pm – 6:00pm. The frequency between buses ranges from 40
to 60 minutes. After subtracting the $2 per trip fare revenue from an estimated 109,100 annual
trips the net operating cost is $561,000 annually. With no mid-day trips Scenario 2 creates a system
that caters exclusively to peak period commuter and is unreliable for residents that must make midday trips such as seniors, tourists, and youth.
Scenario 3: Ultimate (see Appendix 5) provides both service coverage to the entire community
and a full day service span with evenings Monday to Friday 6:00am – 8:00pm and Saturday service
for 6 hours. The frequency between buses still ranges from 40 to 60 minutes. With full service
coverage across Cochrane, full day service span and Saturday service the estimated ridership more
than doubles Scenarios 1 and 2 to 234,000 annual trips. However, having both service coverage
and service span results in nearly three times the annual net operating cost at $1.5 million.
After reviewing previous fixed route options for local transit, the TTF concluded that a fixed route
service without knowing the actual demand was not the most appropriate option for their
recommendation to Town Council. In addition, the Task Force found these previous studies
assumed service standards for Cochrane residents, which ignores the unique needs and values of
Cochrane residents in what they desire for a transit system.
The TTF has taken a different approach than past studies by focusing on finding a ‘Made-inCochrane’ transit service, while using innovative transit technology to provide an efficient and
cost-effective local transit service. With a transit recommendation that reflects the priorities of
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Cochrane residents, Town Council can decide on whether the recommendation is an appropriate
service standard and service cost for the Town of Cochrane. The TTF found that previous
recommendations provided public transit options that were not the most viable options for
Cochrane’s local transit service in either service standard or service cost.
Therefore, the TTF began to consider alternative options to traditional fixed route transit to find a
local transit option which could provide an appropriate match for service coverage, service span,
and service cost. However, before considering alternative transit options, the Task Force first
considered potential economic and social benefits along with the costs of public transit.
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Section 6: THE RATIONAL OF PUBLIC TRANSIT
Local transit should not be considered as a simple yes or no question. Instead it first requires an
understanding of what type of transit service is being proposed, and then determining if it is an
appropriate match for that particular community. Transit solutions should be developed on a case
by case basis as each town has unique characteristics such as topography, street network (grid),
weather, existing transit provision, demographics, and a vast range of features to consider.
Therefore, each town must make their own decisions on how people will travel and what options
they will be provided (roads, bike paths, transit networks, etc.). When making this decision on
local transit, decision-makers should focus on maximizing economic and social benefits of transit
while also weighing initial and ongoing costs.

6.1 Local Transit Initial Assessment of Other Municipalities
There is no standard town size or population for local transit. A brief search of Canadian local
transit systems found 25 communities smaller than Cochrane that provide local transit (see
Appendix 6 – Smaller Communities with Transit). Also, many towns larger than Cochrane started
their local transit service with a much smaller population than Cochrane’s current population. For
example, Airdrie Transit began in 1980 with a population around 5,000 using a fixed route system
that was heavily criticized as being inappropriate for the town. Dial-a-Bus service (older version
of On Demand) was later adopted as more appropriate option until demand increased to warrant a
fixed route again in 2011.
Also, local transit services vary greatly in their service standards provided and the associated
operation costs. As the Peer Review Study (2015) Table 5 shows, there is a wide variety in
operating cost, ridership, cost recovery rates, etc., and these numbers do not always correlate to
the population size of a municipality. There is never a perfect comparison between the local transit
service provided between two towns. Each town is unique in demographics, topography, built
form, culture, and budget. Also, each transit service offered varies in service schedule (peak vs. all
day), fares, bus fleet, service coverage, rules (e.g. no food or beverage, no pets), etc. Therefore,
comparisons between communities requires context on the community and the local transit service
being offered. In Section 10.3, there is a comparison between the Task Force recommended service
option and these municipalities.
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Table 5: Size and Cost Comparison of Local Transit
Municipality &
Province

Pop.

Grande Prairie AB 55,000

Buses

Ridership

Trips /
Capita

Gross
Operating
Cost

Cost
Recovery

Net
Operating
Cost

Cost
Per
Hour

20

762,487

13.9

$4,744,334

17%

$3,937,797 $112.62

Airdrie

AB 54,891

15

186,635

3.4

$1,807,646

44%

$1,012,282

$89.75

Brandon

MB 53,000

19

1,175,703

22.2

$4,285,073

28%

$3,085,253

$69.39

Cornwall

ON 46,340

16

880,698

19.0

$3,960,925

30%

$2,772,648 $106.60

Charlottetown PEI 45,000

14

446,168

9.9

$1,870,771

39%

$1,141,170

$83.70

Kentville

NS 42,500

14

404,000

9.5

$2,582,514

37%

$1,626,984 $159.41

Timmins

ON 38,622

19

958,868

24.8

$4,726,880

32%

$3,214,278 $115.46

Belleville

ON 37,000

15

1,059,339

28.6

$3,954,197

44%

$2,214,350

$97.55

Prince Albert

SK 35,000

13

351,597

10.0

$1,323,796

35%

$860,467

$73.69

Moose Jaw

SK 34,000

7

462,584

13.6

$1,146,101

39%

$699,122

$82.44

Stratford

ON 32,000

15

615,745

19.2

$2,411,846

37%

$1,519,463

$80.84

Spruce Grove

AB 29,526

7

83,392

2.8

$1,146,101

39%

$699,122

$230.88

Leduc

AB 28,853

9

58,269

2.0

$815,265

24%

$619,601

$113.78

Whitehorse

YK 23,192

11

607,218

26.2

$2,926,154

35%

$1,902,000

$97.94

Leamington

ON 20,000

2

23,975

1.2

$208,949

17%

$173,428

$57.70

Yellowknife

NT 19,234

6

196,427

10.2

$1,041,151

32%

$707,983

$105.85

Miramichi

NB 18,500

7

65,800

3.6

$469,900

43%

$267,843

$42.72

Cobourg

ON 10,741

5

109,244

10.2

$587,749

21%

$464,322

$67.60

Source: Town of Cochrane (October 20, 2017) Local Transit Feasibility – Next Steps: Comparison of Transit Systems
in small Canadian Municipalities (2015).
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What makes an inappropriate or inefficient transit service? An inappropriate or inefficient transit
service does not match the demand and desired service standards of potential riders (e.g. wait
times, schedules, bus size, fare price), and operates at a cost that exceeds the social and economic
benefits of the system. The TTF has focused on choosing a transit option that is flexible in its
ability to match demand by growing or shirking the service based on actual demand.
The TTF’s consideration of local transit has focused on understanding what economic and social
benefits can be realized. The Task Force has looked to maximize these social and economic
benefits, while operating at a feasible cost.
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6.2 Economic Rational for Transit
While social rationales for public transit are most commonly mentioned, the economic rationales
provide a different perspective on how local public transit provides economic benefits to the
community which can exceed operation costs.
Numerous cost-benefit analysis studies have been conducted on local transit. The National Center
for Transit Research conducted the “Cost-Benefit Analysis of Rural and Small Urban Transit”
(2014) report, which studied over 1,700 rural transit agencies across the US. The report found that
rural public transit shows greater benefits than costs with less inefficient fixed routes still having
a cost-benefit ratio of 1:1.2 (every $1 spent results in at least a $1.20 in benefits). The report also
highlights previous studies across the US with similar results showing transit can provide varying
range of different cost-benefit ratios (see Table 6, below). The Federation of Canadian
Municipalities (FCM) also highlights that local transit in Canada on average offers a 1:3 cost to
benefit ratio. These studies calculate economic benefits of transit based on:
•
•
•

Transportation Cost Savings – Cost incurred if public transit rider used different mode of transit
(travel time, fuel/vehicle costs, chauffeuring costs, crash costs)
Low-cost Mobility Benefits – Economic benefits of trips that would otherwise be foregone without
public transit. (foregone medical and work trips),
Economic Impacts – Economic activities resulting for existence of transit operation (consumer
surplus, and foregone shopping trips)

Table 6: Previous Cost-Benefit Research

Source: National Center for Transit Research (2014). Cost-Benefit Analysis of Rural and Small Urban Transit. p. 4
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The TTF has focused on understanding what potential economic benefits local transit could bring
to the Town of Cochrane. A cost-benefit study could be conducted on Cochrane Transit during the
five-year pilot project. Below, are the following economic benefits that are anticipated through the
provision of a local transit service.
Reduce cost of living and increasing consumer surplus - Alberta has the highest average annual
private transportation cost (purchasing and operating a personal vehicle) per household at $13,771.
In comparison, the annual average household spending on public transportation is $1,547
(Statistics Canada, 2016). For lower income households the cost of private automobile can be a
major expense impacting their quality of life. The alternative of using subsidized taxis can also be
costly with $8.00 being the least amount for a ride, which typically covers just a handful of blocks
in distance). Local transit at $2.50 per trip (two trips per day five days a week) is just $100 per
month and reduced monthly passes could be offered for even less and offer greater mobility with
unlimited number of trips per month.
By reducing the cost of transportation per trip there is an increased consumer surplus for spending
on other products and activities. Consumer surplus refers to the amount someone is willing to/must
pay compared to the price they actually pay. If someone must pay $10 for a subsidized taxi trip,
but instead pays $2.50 for a bus trip the consumer surplus is $7.50. This consumer surplus also
applies to families with multiple cars who can partially rely on public transit to reduce the number
of cars need for their household.
Reduce number of foregone trips (i.e. trips not able to be made due to availability and
affordability):
•

Foregone work trips – By offering an additional mobility option in Cochrane employees
are not necessarily dependent on their ability to drive to work. This can help increase the
potential employee pool by providing an affordable option to commute especially for youth
or low-income families. Also, residents with mobility issues preventing them from driving
can enter the workforce force with accessible/affordable transit. Finally, employers can
reduce employee turnover and the associated costs when an employee is no longer able to
drive to work (e.g. injury, suspended licence, car issues, etc.).

•

Foregone medical trip – Accessible and affordable public transportation has a major
impact on reducing government medical spending. Regular medical trips are important to
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maintain health. For seniors and people with chronic illnesses these regular medical trips
are vital, and both groups rely heavily on alternative transportation to driving a private
automobile. Without affordable transit that is readily available medical trips must be
reduced. For example, paratransit users relying on Rocky View Handibus must book in
advance and coordinate a date/time that works for both the Handibus and the medical
appointment. In addition, due to the stress put on the paratransit system medical trips have
a tight window to board the bus (5 minutes), trips are long (full day), and matching
schedules can be very difficult. This can set appointments back further moving from lower
cost medical prevention to more expensive medical treatment or emergency care.
•

Foregone shopping trip – If transportation is not available or affordable then the amount
of shopping trip residents can make is reduced. With affordable public transit residents can
make more shopping trips, and with the increased consumer surplus (money not spent on
transit) residents have more to spend on these shopping trips.

Grow local economy by attracting businesses by meeting their public transit criteria –
Cochrane is an attractive location for a business or a start-up that is looking to relocate, searching
for a skilled/educated labour market, and is in close proximity to a large urban centre (Calgary),
while offering rural living, no business tax, and more affordable housing. Attracting a largemedium sized business increases land value (increase property tax), grows the local economy,
provides local job opportunities for the 63% of Cochrane residents that currently commute outside
of Cochrane (see Figure 1). For many businesses public transit being available is part of key criteria
for choosing a place to relocate. These businesses do not want to deal with issues of employee
turnover (i.e. injury/illness affecting Figure 1: Cochrane Residents Work Place Location (2016)
driving, license suspension, vehicle
issues), higher costs of living, or
having a smaller employee pool as
many millennials are choosing to not
depend on or even own a private
automobile. By missing this key
criteria Cochrane may miss the chance
to even be seriously considered as an
option.
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6.3 Regional Traffic Congestion & Time and Fuel Savings
Traffic congestion is a major issue for cities and towns across the world, and Cochrane is no
exception. Traffic congestion was frequently mentioned by residents during the community
engagement process. From the 2016 Canada Census we know 63% of Cochrane residents commute
outside of Cochrane (see Figure 1). Also, 86% of Cochrane residents commute as a private
automobile driver, and with only 4% of residents Figure 2: Primary Commuting Modes (2016)
commuting as a passenger the portion of single
occupancy vehicles is approximately 95% (see
Figure 2). The key to reducing traffic congestion
is to reduce the number of vehicles on the road
(see Appendix 7 - Bus Compared to Cars on the
Road). Even a widening of roads only results in
new traffic through ‘induced demand’ if there are
no other alternatives to the private automobile.
A key focus of the TTF was to reduce traffic congestion through local transit that is integrated with
a range of commuter options. The TTF explored working with the existing private regional transit
provider Southland Transportation offering their Southland Commuter. The Southland Commuter
operates three routes with large (12.2m / 40ft) coach buses starting at 5:45am and leaving by
6:30am going directly to Downtown Calgary, and then the three return routes start at roughly
5:00pm to 5:30pm. Southland Transportation agreed that with small local transit buses collecting
riders (instead of large regional coach buses) and connecting to regional buses a more extensive
service could be provided. This integration can allow for a longer service span and more diverse
drop-off locations (e.g. Crowfoot LRT Station, Shopping Malls, etc.). This integration of local and
regional transit would benefit both Cochrane residents and the regional transit provider by creating
a more efficient and comprehensive service (e.g. 100% coverage to connect to regional transit).
The following are two reduced traffic congestion scenarios demonstrating an integration of
regional and local transit.
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Congestion Reduction Scenario 1
Figure 3: Morning Commute Departure Times for Cochrane Residents (2016)

Number of Commuters

Departure Residents Departure Time for Commute
4,000
3,500
3,000
2,500
2,000
1,500
1,000
500
0

3,395

3,250
2,030

1,735
1,190

1,175

5 a.m. to 5:59 a.m.

6 a.m. to 6:59 a.m.

7 a.m. to 7:59 a.m. 8 a.m. to 8:59 a.m.
Departure Times

9 a.m. to 11:59 a.m. 12 p.m. to 4:59 a.m.

From the 2016 Canadian Census there are 8,675 Cochrane residents commuting from 6:00am to
9:00am (see Figure 3). Using all these commuters, a calculation on traffic congestion reduction
was created. The 8,675 commuters is a conservative number as it assumes all commuters are
driving a private automobile when in fact there are all commuting types included (e.g. driver,
passenger, bicyclist, walker, etc.).
In Congestion Reduction Scenario 1, there are 4 local transit buses with 20 riders each connecting
to 2 regional buses taking 40 riders every 30 minutes, which results in a reduction of 480 peak
hour commuters. With 480 of the 8,675 commuters on local and regional buses instead of driving
a car there is a 5.5% reduction in traffic on the road during peak hours.
For this scenario, additional buses would be added to handle the increased demand, which would
be covered by the increased ridership. For example, with the 480 commuters using the
local/regional service 5 days a week both directions, and the local service taking in $2.50 per
direction of the integrated fee, the annual revenue is $624,000 (annual cost per peak bus $117,000).
As one study out of Melbourne notes, even small reductions in congestion can produce large
benefits. On congested roads, reducing traffic by 5% can increase traffic speeds by up to 50% (ex.
30kmph to 45kmph). Appendix 8 demonstrates the time savings a commuter can experience
driving across Cochrane along the Highway 1A over 4.5 kilometers based on the difference in
average drive times. Residents can use the chart to determine their potential time savings.
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Congestion Reduction Scenario 2
Traffic count estimates show a general raise in traffic from 2008 to 2017 along the Highway 1A
and Highway 22, which intersect in Cochrane (see Appendix 9 – Traffic Counts). These traffic
counts are a weighted estimate to give an average daily traffic count. A more precise traffic counter
is the automated traffic recorder, and there is one automated traffic recorder (#50100668) outside
Cochrane on the Highway 1A (see Figure 4). This automated traffic recorded was used for the
second traffic congestion scenario taking the peak 100th highest hour of traffic (period of high
traffic congestion) of westbound traffic on the Highway 1A in 2017. At the 100th highest hour
(May 17th at 5:00pm) there were 1282 vehicles traveling westbound.
Figure 4: Location of Automated Traffic Recorder (#50100668)

Congestion Reduction Scenario 2 uses the 1282 vehicles traveling west past the traffic recorder
during evening traffic. With 2 regional buses carrying 40 riders each (80 total) every 30 minutes
connecting to 4 local transit buses taking 20 riders each, there would be 160 of the 1282 commuters
off the road during the peak 100th highest hour, which results in a 12.5% reduction in traffic on the
Highway 1A.
Again, even a small reduction in the number of vehicles on the road can produce large benefits on
congested roads, reducing traffic by 5% can increase traffic speeds by up to 50% (ex. 30kmph to
45kmph).
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Potential Time and Fuel Savings
The time savings of commuters will vary based on when they commute from Cochrane to and
from work everyday. However, for commuters returning to Cochrane during peak evening hours
3pm – 6pm a reduction of 5 minutes on their round-trip commute time is a reasonable average for
commuter time savings. The reduction of 5 minutes off the round trips of commuters has
considerable time and fuel savings. Figure 5 demonstrates the savings of a single commuter, and
for all commuters with trips over 30 minutes per direction (total 7,120 commuters) from the 2016
Census.
Figure 5: Commute Trip Times of Cochrane Commuters (2016)

Average Cochrane Commute Times (One-way)
Commute Times

60 minutes and over
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45 to 59 minutes

2,530
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3,360

15 to 29 minutes
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Less than 15 minutes

3,815
0
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1,000
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2,000

2,500

3,000

3,500

4,000

4,500

Number of Cochrane Commuters

Annual Time Savings of Cochrane Commuters
Time saved per commuter: 5 minutes x 5days x 52weeks = 21.5 hours per commuter/year
For all 7120 commuters with commutes over 30 minutes per direction (7,120) = 153,080 hours
Annual Time Value Savings of Cochrane Commuters
Assuming the value of each commuters’ time at minimum wage $15 per hour
$1.25 per 5 minutes x 5days x 52weeks = $325 per commuter
For all 7120 commuters = $2,314,000
Fuel Savings of Cochrane Commuters
Natural Resources Canada (2015) finds on average a 3-liter engine burns 150 millilitres (mL) of
fuel over 5 minutes of idling and a 5-liter engine burns 250mL.
Assuming a liter of gasoline at $1.25:
Commuter with 3-liter engine
150mL x 5days x 52weeks / 1000 (conversion to liters) x 1.25 per liter = $60.94
Commuter with 5-liter engine
250mL x 5days x 52weeks / 1000 (conversion to liters) x 1.25 per liter =$81.25
For all 7120 commuters (3-liter engine) = $433,893.80
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Public transit is a key aspect of reducing traffic congestion. Although some commuters may never
switch to using public transit, they can benefit from the reduction in traffic congestion which
results in considerable time and fuel savings. Beyond the regional transit service offered by
Southland Transportation, Mobility as a Service can offer carpooling to further reduce traffic
congestion.

6.4 Social Rational for Transit
The social rationales for public transit are more commonly mentioned in discussions as to why
public transit is a valued public service. The TTF identified the following social rationales for
transit:
Greater mobility options and independence for Cochrane residents - Specific groups that have
been identified as benefiting the most are:
•

Seniors – With local transit seniors can more easily ‘age in place’ (remain in their homes)
beyond the point of driving. Having local transit also promotes giving up a driver’s license
voluntarily when a person no longer feels confident in their ability to drive safely. Many
seniors during public engagement events noted their fear of being unable to drive in
Cochrane as they wish to continue to live independent and active life in the community.

•

Youth – Local transit offers Cochrane’s youth additional mobility choices reducing their
dependence on parents/guardians to get them to distant locations (e.g. Recreation Centre,
part-time job, sporting activities, etc.) especially in poor weather conditions. During the
engagement process both youth and parents expressed the need for local transit in isolated
communities (e.g. Sunset, Fireside, etc.). Parents felt their young teens had very active lives
and were independent enough to use public transit rather than always being dependent on
a ride.

•

Low-income families/workers – Alberta has the highest average private transportation cost
per household at $13,771 per year. Low-income families/workers can benefit from
reducing their cost of living to average cost of public transit per household in Alberta
$1,547 (Statistics Canada, 2016). Furthermore, low-income households can have the
barrier of unaffordable or inaccessible transportation removed to allow them to enter the
work force more easily.
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•

Residents with limited mobility – Accessible local transit provides residents with limited
mobility (unable to operate a private vehicle without restriction) greater independence by
reducing their dependence on others, offers a more affordable option than taxis, and more
flexible service than paratransit. The ability to drive should not restrict someone’s ability
to work or be engaged in the local community. Currently, residents requiring paratransit
cannot depend on it to meet a regular work schedule or attend town events.

In addition to these key groups, all residents can be provided with greater assurance that their
ability to drive is not a key determinate of their ability to have an active and independent life
in their community. There are numerous medical conditions identified by the Government of
Alberta that can impact a person’s permission to drive (see Figure 6). For many people able to
drive, local transit may not seem like an option today, but it may be one of their only options
tomorrow.
Figure 6: Medical Conditions That May Affect Safe Driving

Source: Government of Alberta (2017).

Reduces overreliance on paratransit providers and subsidy programs – Currently the Town
of Cochrane depends on Rocky View Handibus Society to provide both paratransit and community
transit. Rocky View Handibus is a charitable organization serving rural communities in the
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Calgary region. Of the ten members Cochrane has the most registered users with 443 registered in
2017 (double the next highest user). Each member community provides funding based on a per
capita basis to cover operating costs of the charitable service. Cochrane currently contributes
$189,504 for 2018 with increasing ridership each year (2017 had 4,386 trips). Many Rocky View
Handibus users could walk up to 400meters to a bus stop getting them off the Rocky View
Handibus. This would allow for Rocky View Handibus to focus on clients requiring a higher level
of assistance (i.e. door-to-door service) and allow for these users to have more frequent and direct
trips.
Reduces green house gas emission - Local transit riders can reduce their greenhouse gas
emissions by over 50% by using the bus over private automobile (Federation of Canadian
Municipalities, 2018). On Demand transit is even more efficient than fixed route transit because
less buses are required, routes are direct, and during a period of no demand the bus pull-over and
stop running. In addition, Mobility as a Service promotes regional transit and ride-sharing
(carpooling) to help further reduce emissions and traffic congestion.
Addresses one of the largest perceived social impacts – The provision of affordable local transit
will also help meet one of the largest perceived social impacts from the Cochrane Cares (2017)
Survey (see Appendix 10 - Cochrane Cares Survey Chart). The question “Please Indicate Whether
the Following Social Issues Impact You or Someone You Know in Cochrane & Area” with 22
choices the choice Impacted by a Lack of Transportation was the:
•

2nd largest perceived social impact for families with children (after affordable recreation programs)

•

1st largest perceived social impact for adults

•

1st largest perceived social impact seniors

•

1st largest perceived social impact and youth

Reduce number of foregone social trips – A “forgone social trip” is a trip to visit friends, events,
clubs, or activities that cannot be taken because transportation is not available or affordable. The
Town of Cochrane’s Smart City Challenge application focused on the prevalent issue of social
isolation and loneliness. A key to dealing with this issue is to provide residents with ability go out
to events and be active in the community, which is made possible for all residents with accessible
and affordable local transit.
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Allow for a more inclusive community (ex. town events, public hearings, etc.) – Currently
residents unable to drive are limited in their participation in the community. For example, a
resident with limited mobility dependent on Rocky View Handibus cannot attend public hearings
or weekend town events as the service is only offered Monday to Friday 7:00am – 4:00pm. In
addition, even residents able to drive can be deterred or limited in attending town events or
gatherings (e.g. farmers market) due to parking congestion restricting the number of participants.
Public transit can reduce congestion to these events and increase attendance beyond parking
capacity.

6.5 Rationale for Net Operating Cost Above Zero
The reason public transit does not operate at a net-zero operating cost is because to reach this
operating cost the indirect economic and social benefits are significantly reduced. Also, to reach
net-zero operating the service being offered becomes too restrictive in user fees to the point that
public transit no longer becomes a viable option. Public transit like many municipal services (e.g.
roads, parks, policing, recreation, etc.) are considered as a ‘social good and economic driver’ as
not every resident may use the service directly, but the indirect benefits are shared amongst the
community. These indirect collective benefits are an essential aspect of a municipal service
because they cannot be capitalized upon through purely private-sector provision.
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Section 7: TRANSIT EVOLUTIONS & RECOMMENDED
TRANSIT OPTION
Since the transit discussion began in 2010, there have been major evolutions in what public transit
can be and how it can operate. This has allowed for the shift away from the traditional fixed route
buses to more innovative solutions better suited for a smaller town like Cochrane. The TTF has
considered a wide range of transit options including:
•

On Demand Transit,

•

Mobility as a Service

•

Subsidized Uber

•

Subsidized Taxis

•

Autonomous Vehicles

•

Park-and-Ride Regional Transit

Ultimately, the TTF selected On Demand Transit with Mobility as a Service as the recommended
option for its ability to match service with actual demand, its ability to adapt and grow to changing
transit needs, and its efficient use of GreenTRIP funding. Alternative options are discussed in
Section 7.3 for their potential benefits, issues, and possible future use with the recommend option
of On Demand transit with Mobility as a Service.

7.1 On Demand transit
The old Dial-a-Bus bus service with booking required days in advance has been transformed
through technological advances in the ability to quickly route buses creating the more efficient and
user-friendly On Demand transit service. On Demand Transit utilizes ride-hailing technology to
create bus routes based on the most efficient route to pick-up and drop-off riders. Users can book
trips via smart phone app, computer website, or calling in over the phone. Trips can be booked
days in advance or last minute with average wait times of 20 – 30 minutes expected. On Demand
software provides riders with real time information on the location of the bus, available space
(bicycle rack, wheelchair space, seats, etc.), and delays. Now riders can follow where the bus is on
a map and be notified when to go to the bus stop to meet the bus. The On Demand software is also
designed to be user friendly with user profiles that can save locations and allow for easy in-app or
online payments.
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Compared to fixed route transit, On Demand is much more flexible as buses can be added or taken
away based on actual demand. Furthermore, On Demand transit can cover a larger geographic
region more efficiently than a fixed route, because it only travels to a stop if there is a rider
requesting the bus. On Demand stops can be designated bus stops, key points in the community,
or even door-to-door service which fixed route transit cannot provide.
On Demand software commonly uses artificial intelligence (AI) to automatically adjust routes
taken to increase efficiencies during different times periods (e.g. peak traffic). Also, On Demand
software collects historic data on routes taken, wait times, trip times, cancellation, and customer
satisfaction. This data can be used to adjust the transit service to enhance the service offered and
operation efficiencies. For example, the transit schedule can be changed to fit actual demand for
the service (e.g. winter vs. summer hours). In addition, different time spans can be tested with a
ridership threshold to determine if there is demand for the service at that time. If the ridership
threshold is met it can be added to the service span. On the other hand, if a service time being
offered has low demand the number of buses can be reduced, or that service time can be removed.

7.2 Mobility as a Service (MaaS)
The other aspect of the Task Force’s recommended service type is Mobility as a Service, which is
an add-on to the On Demand software application that offers users a wide range of transportation
options. These options could include: regional transit, taxi/shuttle services, ride-sharing
(carpooling), ride-hailing (Uber, Lyft, etc.), and bicycle sharing/parking. There is also potential
for the service to be used with future transit innovations such as self-driving car services.
Users of Mobility as a Service benefit from having a range of transportation options all combined
in one account for booking and payment. The range of options allow users to choose the best
mobility option for them, as resident will have different mobility preferences and needs. Some
residents may want the fastest trip, while others are concerned with the cheapest option. Also,
certain options may not be desirable due to weather (i.e. bicycling or walking), or due to the time
of the day. When the local transit service is not operating (e.g. late nights) residents can use the
same mobile phone app or website to select, book, and pay for an alternative transportation option
such as a taxi service. Finally, by offering Cochrane residents a range of mobility options a wider
range of potential users can be attracted to use different modes of travel other than driving, which
can reduce traffic congestion.
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7.3 Alternatives Transit Options Considered
Each of the alternative options had potential benefits, and many could be integrated in the future
into the recommend On Demand and Mobility as a Service option. However, due to several
concerns related to each of these alternative options the Task Force is not recommending them as
the primary or initial service option for Council consideration.
Subsidized Uber as Public Transit
The use of Uber as public transit through subsidized rides across a community is a new concept
that is being piloted in the Town of Innisfil, Ontario with a population of 36,566 (2016). This
option has a number of initial benefits such as:
✓
✓
✓
✓
✓
✓

Low start up cost (no capital funding needed)
Potential to provide full coverage and 24/7 service
Demand driven system and convenient for users
Cheaper option than owning a car
Origin destination data is available
Low responsibility of local government in operations

The pilot in Innisfil begin in May 2017 when the Town hired Uber to operate their transit service.
The service offers users subsidized trips of $3 or $5 trips to/from 10 locations in town and gives a
$5 discount for other trips in town. The Town has been satisfied overall with the service provided
by Uber, after having no public transit prior to Uber. The initial cost budgeted for the first year
was $125,000, but after the first 7.5 months the operating cost was at $147,234 after subsidizing
26,688 trips. As Figure 7 shows ridership continues to grow each month, and Uber only anticipates
ridership leveling off sometime into 2019. The Uber vehicles are not paratransit accessible so
Innisfil’s para-taxi services handle paratransit demand (same fare as Uber), but users must call-in
and book a few days in advance. Finally, Uber is still not willing to share if the Innisfil partnership
is actually profitable and has yet to move to other rural towns even though there have been requests
for a similar service.
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Figure 7: Innisfil Uber Transit Trips for 2017

Source: Town of Innisfil (2018) Staff Report

Several concerns related to using Uber for public transit became apparent upon further research by
the Task Force:
×

×
×
×
×
×
×
×
×

Uber as a company has not yet turned a profit as the companies continues to subsidize trips (resulted
in a number of ‘predatory pricing’ lawsuits). Company CEO explained Uber “can turn the knobs to
get this business, even on a full basis, profitable if we wanted to”. This would likely mean increase
fare costs or reducing drivers portion of the fare.
Uber, Lyft and other ride-hailing services do little to reduce traffic congestion or greenhouse gas
emissions
Rural communities face a greater risk than bigger cities with multiple modes, because the loss of
Uber is not the loss of the entire transit system
Studies find ride-hailing works best in conjunction with public transit (not as public transit)
Drivers decide when they want to work, and could ignore ride requests too distant or considered
inconvenient
Rideshare companies are difficult to attract in rural locations, and their entry into public transit
market has been limited
This option does not utilize the GreenTRIP capital funding
No option for monthly passes for students, elderly, or low-income users
Does not provide service to residents requiring accessible transit

The largest concern of the Task Force is the fact that Uber and other ride-hailing companies have
not been expanding to other small towns as the sole provider of public transit, therefore, this option
may not even be possible. Next, ridership is a constraint of this option because ridership has no
cost recovery and only increases subsidies spent. Therefore, growing ridership on the Uber as
public transit system results in an unsustainable cost. For the concerns listed above subsidized
Uber as transit was not recommended by the TTF.
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Although, during the testing of new time spans with On Demand local transit it is recommended
that subsidized taxis or ride-hailing (e.g. Uber) be considered as a way of providing service during
times when ridership demand is very low.
Subsidized Taxis as Public Transit
The use of subsidized taxis as public transit for all residents has similar potential benefits and
concerns as the subsidized Uber option discussed above. The benefits are similar to the subsidized
Uber option with:
✓
✓
✓
✓

Low start up cost (no capital funding needed)
Potential to provide full coverage and 24/7 service
Demand driven system and convenient for users
Low responsibility of local government in operations

The concerns about using subsidized taxis are:
×
×
×
×
×

Taxis as transit does little to reduce traffic congestion or greenhouse gas emissions
Many taxi companies do not have software for easy booking or demand data collection
Does not necessarily provide service to residents requiring accessible transit
Does not utilize the GreenTRIP capital funding
No cost recovery through ridership resulting in unsustainable system

The impact of local transit on the taxi industry is anticipated to be negligible. Although the number
of subsidized taxis would be reduced during transit hours, the use of taxi services during off periods
is likely to increase as the potential client pool is increased. Currently, due to the lack of affordable
transit and the high cost of depending solely on taxis many Cochrane residents are forced to
relocate to Calgary where transportation costs are lower, the job market is larger, and increased
medical services are available. With local transit, residents unable to drive can use local transit and
subsidized taxi services during off hours rather than relocate from their home and community in
Cochrane. In addition, residents going to events serving alcohol can use transit to get to the events
(reducing potential for drinking and driving), and then use a taxi to get home safely after transit
service hours end. Public transit and taxi services work well in conjunction with one another as
local transit allows for an affordable frequent trip option to maintain the presence of potential
clients using taxis during off hours, urgent trips, and distant trips (e.g. airport).
Again, during testing of new time spans with On Demand local transit it is recommended
subsidized taxis or ride-hailing (e.g. Uber) be considered as a way of providing service during
times when ridership is too low for public transit.
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Autonomous Buses
The use of autonomous (self-driving) buses is being explored in major cities across the world,
including Calgary and Edmonton. This service is an example of the cutting-edge future
possibilities in the transportation industry. The use of autonomous buses has the following
benefits:
✓
✓
✓
✓
✓

Promotes the Town as innovative place
Operation costs reduced if driver is removed
Early studies show increased safety
Provides historic data
Can use On Demand system and software AI can continuously improve routes

However, since autonomous vehicles are a relatively new technology there are still many concerns
and restrictions:
×
×
×

General public is still concerned with overall safety
The system has high initial costs and many unknown ongoing costs
Many Alberta Transportation restrictions limiting service in Cochrane
• Max speed limited to 20kmph
• Cannot travel on slopes greater than 15%
• Driver still required to be inside vehicle

Given the high and unknown cost related to autonomous buses, and the Alberta Transportation
restrictions on their use they were not considered a possible option for Cochrane’s transit service.
Although, it should be noted that an autonomous bus could be possible in the future as a shuttle in
the Historic Downtown where the slope and speed of travel would be acceptable for the current
restrictions.
Park-and-Ride Regional Transit
Park-and-ride regional transit has riders drive to a regional bus terminal, park their car, and ride
the bus to an urban center (i.e. Calgary). A Park-and-Ride regional system has the following
benefits for users able to access the regional transit terminal:
✓ Reduces commute time in car and green house gas emissions
✓ Reduces congestion entering urban center
✓ Fewer transfers required (not using local bus)
However, Park-and-ride has several issues in the Cochrane context:
×
×

Ignores the needs of regional commuters without a car to reach Park-and-Ride station
Caters to regional commuters over local commuters and riders
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×
×
×
×
×

Regional ridership is limited by parking (e.g. 1 bus needs 55 parking spaces)
Does little to reduce congestion in Cochrane as riders must all drive to or from same point
This option does not fully utilize GreenTRIP funding
Creates competition with current private sector provider who has already noted Park-and-Ride is
not a viable option
Traffic pattern of Cochrane not conducive to Park-and-Ride

A purely Park-and-Ride regional system is not recommended due to the concerns listed above. To
elaborate on the issue of Cochrane’s commuter traffic pattern, Figure 8 shows how congestion is
lower in the morning (eastbound traffic) on the Highway 1A compared to evening (westbound
traffic). The automated traffic recorder #50100668 counted 761 vehicles during the morning peak
100th highest traffic hour compared to 1282 during the evening peak 100th highest traffic hour in
2017. For a Park-and-Ride service this is an issue, as once a commuter is in their car and traffic is
low on their outbound trip they are unlikely to Park-and-Ride even if there is congestion on their
return trip.
Figure 8: Highway 1A Peak Traffic East & Westbound
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Although a purely Park-and-Ride system is not recommended, a partial Park-and-Ride system
could be beneficial. Many regional commuters could access regional transit using local transit
(never getting into their car), and some riders could Park-and-Ride. This would allow the regional
system to serve residents without a car and extend the number of potential riders beyond parking
capacity. Finally, this would offer Cochrane commuters greater mobility choices.
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Section 8: COMMUNITY ENGAGEMENT OVERVIEW
As part of the Terms of Reference for the TTF a robust public engagement was conducted starting
Thursday June 21, 2018 and closing Monday July 30, 2018. The approach of the TTF was to first
determine what type of service standards Cochrane residents value and prioritize. This approach
helped the TTF move away from how transit is traditionally recommended with assumptions on
what service standards would be preferred by the community. For example, an initial assumption
was that Cochrane seniors would have little concern for evening and night transit service.
However, through the engagement process many seniors expressed the need for later hours of
transit service to attend Cowboy Church, attend Town meetings, and reduce their need to drive at
night. With an understanding of what service standards matter to Cochrane residents the Task
Force created a ‘Made-in-Cochrane’ recommendation for local transit with cost estimates that
reflect this actual service.
The service standards that the TTF asked for community input on were:
• Service Coverage
• Service Frequency
• Service Span Priorities and Scenarios
• Bus Fleet Size/Appearance
• Safety Measures
• Fare Prices and Monthly Passes
• Advertising
• Additional Service Standards
• pets
• food/beverage
• mobility attendants
• unaccompanied age
• use for town events and emergencies
• WIFI on board
• and strollers
The engagement approach of the TTF was to bring engagement opportunities to Cochrane
residents and key groups by going to town events, and locations convenient for them. From these
in-person meetings 117 paper surveys were completed, and over 300 residents were able to take
part in the discussion on transit. In addition, an online survey was available on the Let’s Talk
Cochrane webpage from June 22, 2018 to July 30, 2018. From the Let’s Talk online survey 139
responses were submitted, resulting in a total of 256 survey responses.
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During the engagement process the following meetings were provided by the Task Force’s
Transit Analyst:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.

Thursday June 21, 2018 – Let’s Talk Public Meeting and World Café
Monday June 25, 2018 – Strategic Engagement with Seniors at Big Hill Lodge
Wednesday June 27, 2018 – Strategic Engagement Seniors on the Bow
Wednesday June 27, 2018 – Let's Talk BBQ
Sunday July 01, 2018 – Let’s Talk Canada Day
Wednesday July 04, 2018 – Strategic Engagement Cochrane Coworking Community / Strategic
Engagement Chamber of Commerce & Cochrane Business Network (CBN)
Thursday July 05, 2018 & Thursday July 19, 2018 – Strategic Engagement Major Cochrane
Employers
Saturday July 14, 2018 – Let’s Talk at Farmers Market
Tuesday July 16, 2018 – Strategic Engagement Grand Avenue Village
Wednesday July 18, 2018 – Strategic Engagement Chamber of Commerce, CBN, & Cochrane
Tourism
Thursday July 19, 2018 – Let’s Talk at Cochrane Street Market
Friday July 20, 2018 – Strategic Engagement Boys and Girls Club
June & July 2018 – Town of Cochrane Staff Engagement

During the Engagement process the top 12 major Cochrane employers were invited to meet to
discuss a local transit service on July 05, and July 19, 2018. Of the 12 major employers invited, 4
sent representatives to discuss transit and provide their input. The employers were asked the
following questions:
1. Would your business be interested in transit advertising opportunities? 4 Yes
2. If yes, then check (✔) advertising space you would be interested in
All options below
Bus Stops / Bus Shelters
Bus Benches
Interior of Buses
Exterior of Buses
In App/Website
Back of Transit Cards
Naming Rights to Bus Stops

3 of 4

3. Are you interested in corporate rate bus passes for your staff? 3 Yes and 1 Possibly
4. Is parking a constraint for your business? 1 Yes and 3 No
The next Section presents the recommended service standards which provides the total results for
each survey question. For full results of the community engagement (online and paper survey
responses separate) please refer to the What We Heard Report - Local Transit (see Appendix 11).
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Section 9: RECOMMENDED SERVICE STANDARDS
The following service standards are recommended by the TTF based on community engagement
results, research, and concern for ongoing operation cost efficiencies.
The service standards recommended are presented with the initial Task Force response (Initial),
the total community survey response (Engagement), and the final recommendation (Final) for
each service standard.

9.1 Service Coverage
SERVICE COVERAGE TO ALL COCHRANE COMMUNITIES?
Initial

✓

Yes
No

Engagement

Final

89% (64)

✓

11% (8)

Full service coverage is recommended.
With On Demand transit coverage to
all Cochrane communities can be
achieved efficiently (see Figure 9).
Where fixed route transit would need
to run a bus to the furthest point of
the route, On Demand transit only
goes to the furthest point if a ride has
been requested. For example, with
On Demand a bus would not go to
the top of the Sunset community
unless a ride had been requested.
Finally, full coverage provides all
Cochrane residents with an equal

Figure 9: Map of Cochrane Communities

opportunity to use the transit service.
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9.2 Bus Stop Coverage
BUS STOP WALKING DISTANCE?
Initial
Industry Standard of 400 meters (m)

✓

Engagement

Final

77% (142)

✓

Closer than 400m

18% (33)

Further than 400m

5% (10)

The recommended walking distance between bus stops is the 400-meter industry standard.
A bus stop refers to a marked stop the On Demand system can pick-up or drop-off a rider. All bus
stop structures will include a pole with signage noting the bus stop number and call-in number to
order a bus. Stops can vary from a simple pole and sign (Figure 10), sign and bench (Figure 11),
or shelter (Figure 12). To provide a 400-meter coverage of Cochrane, an estimated 130 bus stops
are required. Certain stops will warrant a shelter (e.g. FCSS building) immediately, while other
stops can be based on actual data showing high demand for a particular bus stop. Although, with
an On Demand service the location of the bus can be seen on the map, so less time waiting at a bus
stop is required, which should reduce the need for sheltered stops.
Finally, the use of micro-transmitters in Downtown bus stops should be considered to use the $1
million in GreenTRIP funding for provision of WIFI or cellular data networks (e.g. Shaw, Telus,
Bell, etc.). Micro-transmitters can be connected to existing fibre in the Downtown area to provide
local transit users with WIIF or data to assure they are able to access the transit app. This option
would be cost dependent.

Figure 10: Bus Stop Sign only
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9.3 Service Frequency
Average Wait Time for Last Minute Booking

Acceptable Average Wait
Time in Minutes
Under 5 minutes
5 minutes
10 minutes
15 minutes
20 minutes
25 minutes
30 minutes
35 minutes
40 minutes
45 minutes
50 minutes
55 minutes
60 minutes
60+ minutes

Initial

✓
✓
✓

Engagement
7
12
31
44
110
84
124
1
0
1
0
0
4
0

Final

✓
✓
✓

The recommend average wait time for a bus booked last minute is 20 – 30 minutes. The 20 –
30 minutes recommendation reflects an average time with some wait times shorter than 20 minutes
and some over 30 minutes, but the software will focus on routing to meet or go below the average
wait time. The previous fixed route options presented to Town Council in 2017 had wait times
scheduled for 40 – 60 minutes. From community engagement we can see few respondents would
find an average of 40 – 60 minutes for wait times as acceptable, which means the service standard
would be too low to attract these riders.
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Average Time on the Bus

Acceptable Average Time on
the Bus
Under 5 minutes
5 minutes
10 minutes
15 minutes
20 minutes
25 minutes
30 minutes
35 minutes
40 minutes
45 minutes
50 minutes
55 minutes
60 minutes
60+ minutes

Initial

✓
✓
✓

Engagement
7
12
31
44
110
84
124
1
0
1
0
0
4
0

Final

✓
✓
✓

The recommend average time on the bus is 20 – 30 minutes. The recommendation of 20 – 30
minutes reflects an average with some trip times shorter than 20 minutes and some over 30
minutes, but the software focus on routing to meet or go below the average trip time. On Demand
can allow for more direct routes than fixed route buses, because the On Demand route only needs
to go where a person is ready to be picked-up and where they are wanting to be dropped off.
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9.4 Bus Fleet
Option 1

Option 2

Option 3

Option 4

✓

✓

✓

✓

Yes
No

198
38

160
51

188
31

174
49

Yes

✓

✓

✓

✓

Bus Option
Comparison
Initial
Acceptable
Size?

Engagement
Final

Acceptable
Appearance?

Yes
No

No

Initial

Yes
No

✓

✓

✓

✓

Engagement

Yes
No

184
51

155
56

179
39

200
23

Yes

✓

✓

✓

✓

Final

No

The recommended bus size is a medium to small size bus or roughly 5.8m – 8.6m (23ft – 28ft).
All four options proposed by the Task Force were an acceptable size for residents to see driving
on Cochrane’s streets. During the RFP process, simulations will be conducted to help match size
with current and future demand to assure the buses purchased can be used for their entire lifespan
(10 – 12 years).
The recommended bus appearance is preferred as a modern style of low-floor bus (e.g.
Option 4). Appearance of bus is a preference and will be cost dependent, but a modern appearance
should be considered as it reflects the quality of services being provided by the town. Not everyone
will use the local transit service, but everyone should be able to take pride in the service Cochrane
offers.
The recommended bus energy source is gasoline. The maintenance costs and lifespan of a
gasoline buses (10 – 12 years) are well known, and to reduce risk this engine type has been
recommended. Diesel buses were avoided due to noise and smell concern, and electric buses were
avoided due to high initial costs, unknown lifespans, and potentially higher maintenance costs.
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The recommended accessibility level of the bus is high with an entrance ramp, wheelchair
space, and accessible design (e.g. yellow poles, tactile surfaces, etc.). A ramp access is
recommended over a lift due to the greater efficiencies in loading passengers. The ramp is able to
load roughly three passengers in the same time a lift would take to load one passenger. These time
savings do not only reduce trip times, but also help maintain internal temperature in the bus (heat
in the winter and air-conditioning in the summer).
Front mounted bicycle racks with two spaces are recommended. The front mounted bicycle
rack is most commonly used rather than rear racks due to issues of theft when the bus is stopped.
However, bicycles cannot be on the racks during periods of low light due to interface with the
bus’s headlights.
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9.5 Safety & Security Measures

Security Measure
Security cameras

Engagement

198

36

9

242

6

2

162

42

10

54

21

121

36

✓
✓
✓
✓

Final Recommendation
Door-to-door drop-off
Final Recommendation

Initial Engagement

✓

Final Recommendation
Route sharing with family/friends

Not Effective

Initial Engagement Initial

Final Recommendation
Certified and trained drivers

Some What
Effective

Effective

✓
161

✓
✓

Security education for passengers

66

✓

Final Recommendation

✓

Visible supports and help points

107

73

Final Recommendation
Buses and shelters with lighting and/or
enhanced sight lines

✓
✓

Final Recommendation
Improving law enforcements ability to
respond and enforce

208

38

7

170

52

15

107

20

✓
✓

Final Recommendation
Enhance perception of security through
media relations

28

✓

✓
✓

103

Final Recommendation

✓

A key concern of the Task Force and the community was safety and security on the local transit
service. Before investing in every possible safety measure, the Task Force wanted to consider what
the community actually values in providing them with safety while riding the bus.
The following safety measures are recommended:
Security cameras are recommended for the strong community support they received.
Also, security cameras are now a more affordable option with an estimated cost of $5000
- $6000 for purchase/installation per bus.
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Certified and trained drivers are recommended as it is already an industry standard and
there was also a strong support from the community.
Route sharing with family/friends is recommended, but it will be dependent on cost and
the Privacy Impact Assessment (PIA). Route sharing would allow linked profiles through
the local transit app to see where a family member is on the bus route. This is useful for
young children or seniors using the local transit service so trusted friends and family can
know where they are on the route or can be notified if they missed their pick-up.
Between stops or door-to-door drop-off for late night hours is recommended but it
will be cost and time (off peak hours) dependent. This security measure is available with
On Demand transit as riders can be dropped-off at their door rather than at a bus stop late
at night or during cold/icy conditions.
Buses and shelters with lighting and/or enhanced sight lines are recommended as it is
already an industry standard and there was also a strong support from the community. This
safety measure assures bus stops are in clear view.
Improving law enforcements ability to respond and enforce is recommended for the
strong community support it received. This safety measure would be addressed in the
creation of a Transit Bylaw, which is a part of this safety measure recommendation.
The following safety measures are NOT recommended:
Security education for passengers (classes and signage) is not recommended as it was
only considered some what effective by the community. The Task Force saw security
education of passengers as a poor use of resources because it seemed to be common sense.
Visible supports and help points is not recommended because it is considered too costly
and there are concerns about misuse resulting in false alerts to law enforcement. Visible
support and help points are alert boxes that a person can press to alert transit or law
enforcement if they are concerned for their safety or the safety of others.
Enhance perception of security through media relations is not recommended as it was
considered a poor use of resources to actively pursue, and the majority of community
responses only saw it as some what effective.
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9.6 Fare Price, Fare Payment, and Month Passes
One-way Fare Price
Free
$ 0.25
$ 0.50
$ 0.75
$ 1.00
$ 1.25
$ 1.50
$ 1.75
$ 2.00
$ 2.25
$ 2.50
$ 2.75
$ 3.00
$ 3.25
$ 3.50
$ 3.75
$ 4.00
$ 4.25
$ 4.50
$ 4.75
$ 5.00
$5.00 +

Initial

✓
✓
✓
✓
✓

Engagement
13
1
4
4
9
9
13
12
141
120
145
110
143
28
33
18
23
3
4
3
7
1

Final

✓
✓
✓
✓
✓

The recommended one-way fare price is $2.50. This fare price reflects the responses from the
community during the engagement process where a $2 - $3 range was evident. Rather than assume
what Cochrane residents are willing to pay for a single fare, the engagement helped support the
recommendation of the Task Force. The Table below presents what other Alberta municipalities
charge for different fares.
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Alberta Local
Transit Fares 2018

Cash
Fare

Adult Month
Pass

Student
Month Pass

Senior
Child
Month Pass (under 5)

Airdrie
Grande Prairie
Medicine Hat
Red Deer
St. Albert
Lethbridge
Strathcona County
Leduc
Hinton
Average
Median

$2.25

$65.00

$47.50

$47.50

Free

$2.00

$54.00

$43.00

$27.00

$1.50

$3.25

$70.50

$38.75

$61.00

Free

$2.55

$70.00

$60.00

$60.00

Free

$3.25

$73.25

$40.35

$40.35

Free

$3.00

$77.00

$62.00

$28.00

Free

$3.10

$54.25

$40.70

$16.30

Free

$2.00

$55.00

Free

$55.00

Free

$3.00

$70.00

$70.00

$16.67

Free

$2.71

$64.81

$51.94

$36.35

-

$3.00

$67.50

$47.50

$34.18

-

FARE PAYMENT OPTIONS
All Payment Options
(Cash, Transit Card, App)

Initial

Engagement
Paper Survey Only

Final

Yes

✓

104

✓

No

8

The recommended payment options include cash, transit card, and app/online payments (all
options). The transit industry has been looking to move away from cash fare payments, but there
are issues around inclusiveness. This question was not asked to online respondents as the Task
Force decided that potential riders should not be turned away if they prefer to pay with cash (e.g.
seniors and tourists).
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REDUCED MONTHLY PASSES
Senior Pass

Initial

Engagement

Final

Yes

✓

247 (97%)

✓

No

7 (3%)

Student Pass

Initial

Engagement

Final

Yes

✓

247 (98%)

✓

No

6 (2%)

Low-income Pass

Initial

Engagement

Final

Yes

✓

234 (92%)

✓

No

19 (8%)

Adult Pass

Initial

Engagement

Final

Yes

✓

170 (69%)

✓

No

76 (31%)

Children Under 5
Ride Free

Initial

Engagement

Final

Yes

✓

218 (92%)

✓

No

20 (8%)

Reduced monthly passes are recommended for seniors, students, low-income families, and
adult passes. The benefit of monthly passes for a transit service is securing revenue and building
rider loyalty. Each group would have a specific rate that would match their ability to pay and for
the service to still maintain a reasonable cost recovery per trip.
Also, Children under 5 years old ride free is recommend. This is standard across the transit
industry and was strongly support by the community.
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9.7 Advertising Locations & Management
ADVERTISING LOCATIONS?
Bus stops and bus shelters

Initial

Engagement

Final

Yes

✓

229 (92%)

✓

No

20 (8%)

Bus bench

Initial

Engagement

Final

Yes

✓

226 (91%)

✓

No

21 (9%)

Interior of bus

Initial

Engagement

Final

Yes

✓

231 (93%)

✓

No

17 (7%)

Exterior of bus

Initial

Engagement

Final

Yes

✓

196 (80%)

✓

No

49 (20%)

Naming rights to bus stops

Initial

Engagement

Final

Yes

✓

165 (69%)

✓

No
Naming rights to transit
system
Yes
No
Advertising in app/website
Yes
No

75 (31%)
Initial

Unsure
Initial
Unsure

Engagement

Final

98 (43%)
128 (57%)

✓

Engagement

Final

201 (85%)

✓

36 (15%)

All advertising options are recommended with the exception of naming rights to the transit
system. A key focus of the Task Force is to maximize cost recovery through advertising. Naming
rights to the transit system (e.g. Coca-Cola Transit) were not recommended, but if an actual offer
is made by a potential sponsor it is recommended this source of revenue be reconsidered.
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Advertising Management

Initial

Internal
External

Engagement

Final

120 (52%)
✓

110 (48%)

✓

External advertising management is recommended. Internal advertising management was
favoured by a narrow margin by the community, but the Task Force recommends external
management to reduce risk to the Town. External advertising only requires the Town setting a
standard for advertisements and then collect a stream of revenue. Also, external management does
not require new staff, customer support, or dealing with vandalism. It is recommended the Town
reserve a portion of advertising space for Town announcements. With external advertising the
stream of revenue would roughly be between $25,000 – $40,000 annually.

9.8 Additional Service Standards
Should pets be allowed on board?
No pets (exception service dogs)

Initial

Engagement

Final

✓

127

✓

Yes, all pets

41

Only dogs or cats

35

In a closed carrier

42

On a leash

90

No pets (exception service dogs) is recommended for the local transit service. Key concerns
about pets on board were based on rider safety, cleaning costs, untrained dogs, and allergies. It is
worth noting, Calgary Transit allows dogs and “furry friends” on board on a leash, but other
animals need to be in a carrier or cage. There have been little concern or issue with this pet policy
in Calgary.
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Food and beverages?
Initial

Engagement

Both Permitted

39% (97)

Food only

0

Beverage only

Final

25% (63)

✓

Zero tolerance for consumption

✓

36% (90)

A beverage only policy is recommended for the local transit service. Both food and beverage
being permitted had the most support, but only by 3% greater than zero tolerance. However, when
both food and beverage are combined with beverage only the community support is 63% so
beverage only was selected. Also, the cleaning costs associated with beverage only are lower than
both food and beverage.

At what age can a child travel unaccompanied?
No restriction

Initial

Engagement

Final

✓

32% (77)

✓

5 years

4% (10)

10 years

36% (87)

13 years

22% (53)

Other (8 & 10 years)

7% (16)

The recommended age for a child to travel unaccompanied is no restriction. The Task Force
had concerns about how age limits would be monitored, and how maturity can vary between child
with the parent/guardian knowing best. If there are issues with young riders this service standard
should be reconsidered.
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Attendants ride free?
YES

Initial

Engagement

Final

✓

76% (185)

✓

NO

24% (59)

Attendants assisting riders with limited mobility ride free is recommended. Attendants
assisting riders can provide time savings with on- and off-loading passengers.

Should free WIFI be provided on board?
YES

Initial

Engagement

Final

✓

56% (123)

✓

NO

44% (97)

WIFI provided for free is recommended but is cost dependent. There is community support
for this option, and it would help riders using the mobile app to book and monitor their trips.

Should the transit fleet be used in emergency situations?
YES
NO

Initial

Engagement

Final

✓

98% (245)

✓

2% (5)

The use of transit in emergency situations is recommended. This recommendation supports the
work to create a protocol for the coordination of the transit service with emergency services. A
well-thought-out protocol can avoid mistakes being made when responding to an emergency
situation using transit.
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Transit to Town Events for free?
YES

Initial

Engagement

Final

✓

69% (173)

✓

NO

31% (77)

Free transit to Town Events is recommended. For town events, traffic and parking congestion
can be a constraint to attendance. Free local transit can help reduce congestion and increase
attendance, and also allow for greater inclusion to these events.

Children required to be out of strollers to save space?
YES
NO

Initial

Engagement

✓

50.4% (114)
49.6% (112)

Final

✓

Children NOT being required to be out of strollers when coming on a bus is recommended.
The Task Force wanted children to be allowed to stay in the stroller if the bus is not full, but if bus
is reaching capacity a parent/guardian could be asked to take the child out of the stroller. This
would be a similar standard as giving up a seat for expecting mothers, people with mobility issues,
or seniors.
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9.9 Service Priority
Weighted Priority Rank (1 highest – 7 lowest)
Service Period

Initial

Paper
Survey

Online
Survey

Final

Full Weekdays (Monday to Friday
6am – 8pm)

2

1

1

1

Peak Period (Monday to Friday 6am –
9am & 3pm – 6pm)

1

2

2

2

Late Nights (After 8pm)

3

3

3

3

Saturday Service

4

4

4

4

Sunday Service

6

5

5

5

Early Morning (Before 6am)

5

6

N/A

6

Service on Holidays

7

7

6

7

The recommended prioritization of service periods from highest priority 1 to lowest priority
7 is:
Priority 1
Priority 2
Priority 3
Priority 4
Priority 5
Priority 6
Priority 7

Full Weekdays (Monday to Friday 6am – 8pm)
Peak Period (Monday to Friday 6am – 9am & 3pm – 6pm)
Late Nights (After 8pm)
Saturday Service
Sunday Service
Early Morning (Before 6am)
Service on Holidays

By having a prioritization of service periods, the local transit service can be adjusted to focus on
the service periods that are the highest priority. Service can be increased or decreased to fit within
the Town’s budget. On Demand transit provides data on what times have the highest demand so
decisions on service priority will become easier as data is collected, but this early prioritization
provides a starting point to test demand for the transit service.
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9.10 Service Spans
The following two service span scenarios are recommended for the RFP process to gather real
costs based on proposals to operate each scenario. Each scenario is based on 4 buses operating
during peak periods (6am – 9am / 3pm – 6pm), and 2 buses operating during off peak hours. These
service spans are recommended as a base service that can be adjusted by testing different service
spans (e.g. 8:00pm -10:00pm). Cost estimates for each scenario are presented in Section 10.

Scenario 1: Enhanced Base Service Scenario
Weekdays:
5:00am – 8:00pm
Weekends:
9:00am – 6:00pm

The Enhanced Base Service Scenario offers weekday service beginning at 5:00am and ending at
8:00pm. During peak hours there are 4 buses running, and during off peak periods there are 2 buses
operating. A weekend service is provided throughout the day from 9:00am to 6:00pm with 2 buses
operating.
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Scenario 2: Recommended Base Service Scenario
Weekdays:
6:00am – 8:00pm
Saturday:
9:00am – 3:00pm

The Recommended Base Service Scenario offers the same service times as the Ultimate Fixed
Route option with weekday service beginning at 6:00am and ending at 8:00pm. During peak hours
there are 4 buses running, and during off peak periods there are 2 buses operating. A Saturday
service is provided for six hours from 9:00am to 3:00pm with 2 buses operating.
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9.11 Summary of Recommend Service Standards
Service Coverage Recommended: Full service coverage of all communities
Bus Stop Coverage Recommended: 400-meter walking distance between bus stops
Service Frequency Recommended:
20 – 30 minutes average wait time for a bus booked last minute
20 – 30 minutes average time on the bus

Bus Fleet Recommended:
Bus size - small to medium roughly 5.8m – 8.6m (23ft – 28ft) 10 – 22 passengers
Bus appearance - modern (cost dependent)
Bus energy source - gasoline
Bus accessibility – entrance ramp, wheelchair space, and accessible design
Bicycle racks - front mounted

Safety and Security Measures Recommended:
Security cameras
Route sharing with family/friends (cost/privacy dependent)
Between stops or door-to-door drop-off for late night hours/icy conditions
Buses and shelters with lighting and/or enhanced sight lines
Improving law enforcements ability to respond and enforce

Fares, Month Passes and Payment Recommended:
One-way fare price is $2.50
All payment options - cash, transit card, and app/online payments
Reduced monthly passes for seniors, students, low-income families, and adults
Children under 5 years old ride free

Advertising Recommended:
Bus stops and bus shelters
Bus bench
Interior of bus
Exterior of bus
Naming rights to bus stops
Advertising in app/website
External advertising management
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Additional Service Standards Recommended:
No pets (exception service dogs)
Beverages only
No restriction (parental discretion) on the age a child can travel unaccompanied
Free for attendants assisting riders with limited mobility
WIFI provided for free on board (cost dependent)
Use transit in emergency situations
Free transit to Town Events
Children NOT required to be out of strollers when on the bus

Prioritization of Service Periods Recommended:
Priority 1
Priority 2
Priority 3
Priority 4
Priority 5
Priority 6
Priority 7

Full Weekdays (Monday to Friday 6am – 8pm)
Peak Period (Monday to Friday 6am – 9am & 3pm – 6pm)
Late Nights (After 8pm)
Saturday Service
Sunday Service
Early Morning (Before 6am)
Service on Holidays

Service Spans Recommended:
Enhanced Base Service Scenario
Weekdays: 5:00am – 8:00pm
Weekends: 9:00am – 6:00pm
Recommended Base Service Scenario
Weekdays: 6:00am – 8:00pm
Saturday: 9:00am – 3:00pm

Recommended that flexibility of On Demand be used to test additional time spans
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Section 10: COST ESTIMATES
Using the recommended service standards, a cost estimate has been created for the TTF’s
“Enhanced Base Service Scenario” and the “Recommended Based Service Scenario”. The cost
estimate is based on an hourly rate of $68 - $83 per hour per bus, and the median rate of $75 per
hour per bus is used for the cost estimates. Both scenarios are based on 4 buses operating during
peak periods (6am – 9am / 3pm – 6pm), and 2 buses operating during off peak hours (i.e. early
morning prior to 6am, mid-day, and after 6pm). The number of buses used in the scenarios are
based on an initial simulation, but as part of the RFP process potential contractors will be asked to
demonstrate how they can meet the recommended service standards (e.g. average wait/trip times).
These estimates provide Council with an idea of what each scenario could cost compared to the
old ultimate fixed route ridership and using the industry cost recovery rates. The next step would
be to begin the RFP process which would deliver actual hard contract costs.
The annual net operating costs are calculated based on the ultimate fixed route annual ridership
(234,000). The fare is based on the recommended $2.50 one-way fare and other sources of revenue
have not been included (e.g. partnerships, advertising, etc.). In addition to ridership, cost recovery
rates from 19 other small Canadian municipalities have been used to calculate the net operating
cost with the lowest at 17% (Grande Prairie), average of 33%, highest 44% (Airdrie). The average
cost per household in Cochrane is based on the estimated 12,030 number of households in 2019
(based on 4% growth rate) when the service would begin. Roughly every $1.75 per month
represents a tax increase of 1% for the average household based on 2018 property taxes. Currently,
Administration is looking to incorporate the transit operations cost into the upcoming 2019-2021
budget. Town Council will not be committing to funding a local transit service until after the RFP
process, and when the 2019-2021 budget is being set.
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10.1 Enhanced Base Service Scenario Cost Estimate
The Enhanced Base Service Scenario offers weekday
service beginning at 5:00am and ending at 8:00pm.
During peak hours there are 4 buses running, and
during off peak periods there are 2 buses operating. A
weekend service is provided throughout the day from
9:00am to 6:00pm with 2 buses operating.
If the annual ridership reaches the same estimate as
the Ultimate Fixed Route Scenario the annual net
operating cost is $413,000. This service span offers
an extra 50 hours a week compared to the Ultimate
Fixed Route Option.

Enhanced Base Service Scenario Operation Cost Estimates

Service Provided

Weekdays Peak Hours – 4 buses
(6am – 9am) / (3pm – 6pm)
Weekdays Off Peak – 2 buses
(5am – 6am) / (9am – 3pm) / (6pm – 8pm)
Weekends – 2 buses
(9am – 3pm)
TOTAL WEEKLY SERVICE HOURS: 246hrs

Destinations Served

All Cochrane Communities

Based on Ultimate Fixed Route
Ridership (234,000)
Lowest Cost Recovery Rate: 17%
Average Cost Recovery Rate: 33%
Highest Cost Recovery Rate: 44%

Annual Net Operations Cost

Cost per Household/Month (2019)

$413,000

$2.86

$829,000
$669,000
$559,000

$5.74
$4.63
$3.87

*Operation costs based on median estimate of $75 per hour/per bus
** Fixed route scenario ridership revenue is based on $2.50 fare

Using the cost recovery rates from the Peer Review Study the lowest cost recovery rate of 17%
results in an annual net operating cost of $829,000 (ridership of 68,000). While the highest cost
recovery rate of 44% results in a net operating cost of $559,000 (ridership of 176,000). Using the
average cost recovery rate of 33% the annual net operating cost is $669,000 (ridership of 132,000),
which is the expected average recovery rate over the five-year pilot project.
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10.2 Recommended Base Service Scenario Cost Estimate
The Recommended Base Service Scenario offers the same
service times as the Ultimate Fixed Route option with
weekday service beginning at 6:00am and ending at
8:00pm. During peak hours there are 4 buses running, and
during off peak periods there are 2 buses operating. A
Saturday service is provided for six hours from 9:00am to
3:00pm with 2 buses operating.
If the annual ridership reaches the same optimistic estimate
as the Ultimate Fixed Route Scenario the annual net
operating cost is $242,000, which is 16% of the $1.5 million
Ultimate Fixed Scenario with the same time span.

Recommended Based Service Scenario Operation Cost Estimates

Service Provided

Weekdays Peak Hours – 4 buses
(6am – 9am) / (3pm – 6pm)
Weekdays Off Peak – 2 buses
(9am – 3pm) / (6pm – 8pm)
Saturday – 2 buses
(9am – 3pm)
TOTAL WEEKLY SERVICE HOURS: 212hrs

Destinations Served

All Cochrane Communities

Based on Ultimate Fixed Route
Ridership (234,000)
Lowest Cost Recovery Rate: 17%
Average Cost Recovery Rate: 33%
Highest Cost Recovery Rate: 44%

Annual Net Operations Cost

Cost per Household/Month (2019)

$242,000

$1.67

$686,000
$554,000
$463,000

$4.75
$3.84
$3.21

*Operation costs based on median estimate of $75 per hour/per bus
** Fixed route scenario ridership revenue is based on $2.50 fare

Using the cost recovery rates from the Peer Review Study the lowest cost recovery rate of 17%
results in an annual net operating cost of $686,000 (ridership of 56,000). While the highest cost
recovery rate of 44% results in a net operating cost of $463,000 (ridership of 146,000). Using the
cost recovery rate of 33% the annual net operating cost is $554,000 (ridership of 109,000) which
is the expected average rate over the five-year pilot project.
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10.3 Recommend Service Compared to Other Communities
Table 7 takes the Recommended Base Service Scenario with a 33% cost recovery rate and
compares it with other transit systems from the Peer Review study (2015). The data from the Peer
Review Study in 2015 is dated, but peer review studies are not common and too often town budgets
bundle public transit costs into other larger budget categories. However, the TTF did conduct some
samples on the municipalities and their cost recovery rates which still reflect well today.
Cochrane is the only local transit service with an On Demand service in the Table, because On
Demand has only recently began to be used in public transit. Furthermore, early adopters have
been large cities and town with local transit already, which use On Demand transit to support
existing fixed routes. Since the peer review study Airdrie began to use On Demand transit to
support their fixed route service in September 2017. Before using On Demand Airdrie had 40%
service coverage, and now the transit service has 100% coverage of the community well still
maintaining a similar cost recovery rate.
It is important to note all these transit services in Table 7 have many different service standards,
geography, demographics, and a large range of other characteristics that make direct comparisons
difficult. In addition, all the services are unique with different coverage, service spans, fares, and
numerous other service standards. Table 8 shows some of the differences between services being
offered, which should be considered when comparing costs. For Example, Leduc or Spruce Grove
both have similar sizes of population and net operating costs to Cochrane, and initially some would
assume a similar ridership. However, both Leduc and Spruce Grove only have partial service
coverage, limited service times to peak period, and no weekend service. In comparison the
recommended service for Cochrane provides full service coverage, a full day and evening service
span, and Saturday service at a relatively low net operating cost. With the recommended service
standards and the expected average cost recovery of 33% the annual ridership would be roughly
109,000 (33% cost recovery value of $273,000 / recommended $2.50 fare). This does not factor in
alternative sources of revenue (e.g. advertising, partnerships, etc.) that would lower the ridership
number.
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Table 7: Municipal Size and Operation Cost Comparison with Recommended Service
Municipality

Pop.

Grande Prairie 55,000
Airdrie

54,891

Ridership

Buses

Gross
Operating
Cost

Cost
Recovery

Net Cost
per Trip

Net Operating
Cost

762,487

20

$4,744,334

17%

$5.16

$3,937,797

186,635

15

$1,807,646

44%

$5.42

$1,012,282

Brandon

53,000 1,175,703

19

$4,285,073

28%

$2.62

$3,085,253

Cornwall

46,340

880,698

16

$3,960,925

30%

$3.15

$2,772,648

Charlottetown 45,000

446,168

14

$1,870,771

39%

$2.56

$1,141,170

Kentville

42,500

404,000

14

$2,582,514

37%

$4.03

$1,626,984

Timmins

38,622

958,868

19

$4,726,880

32%

$3.35

$3,214,278

Belleville

37,000 1,059,339

15

$3,954,197

44%

$2.09

$2,214,350

Prince Albert

35,000

351,597

13

$1,323,796

35%

$2.45

$860,467

Moose Jaw

34,000

462,584

7

$1,146,101

39%

$1.51

$699,122

Stratford

32,000

615,745

15

$2,411,846

37%

$2.47

$1,519,463

Spruce Grove 29,526

83,392

7

$1,146,101

39%

$8.38

$699,122

58,269

9

$815,265

24%

$10.63

$619,601

27,960** 109,137

8

$827,000

33%

$5.08

$554,000

Leduc*
Cochrane

28,853

Whitehorse

23,192

607,218

11

$2,926,154

35%

$3.14

$1,902,000

Leamington

20,000

23,975

2

$208,949

17%

$7.27

$173,428

Yellowknife

19,234

196,427

6

$1,041,151

32%

$3.60

$707,983

Miramichi

18,500

65,800

7

$469,900

43%

$4.04

$267,843

Cobourg

10,741

109,244

5

$587,749

21%

$4.27

$464,322

Source: Town of Cochrane (October 20, 2017) Local Transit Feasibility – Next Steps: Comparison of Transit
Systems in small Canadian Municipalities (2014).
*Leduc Transit’s first year of operations
**2018 population used for Cochrane’s hypothetical service other municipalities use 2014 populations
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Table 8: Municipal Transit Service Comparison with Recommended Service
Municipality

Community
Coverage

Full Day Service
(6am – 6pm) or
greater

Saturday
Service

Sunday
Service

Adult One-way Fare

Grande Prairie

Partial

Full Day

Yes

Yes

$2.00

Airdrie

Partial

Full day

Yes

No

$2.25

Brandon

Partial

Full Day

Yes

Yes

$1.50

Cornwall

Partial

Full Day

Yes

No

$2.90

Charlottetown

Partial

Full Day

Yes

Yes

$2.25

Kentville

Partial

Full Day

Yes

No

$3.50

Timmins

Partial

Full Day

Yes

No

$3.00

Belleville

Partial

Full Day

Yes

Yes

$2.50

Prince Albert

Partial

Full Day

Yes

Yes

$2.50

Moose Jaw

Partial

Full Day

Yes

No

$1.25

Stratford

Partial

Full Day

Yes

Yes

$2.75

Spruce Grove

Partial

Peak Only

No

No

$2.75

Leduc

Partial

Peak Only

No

No

$5.00

Cochrane

Full

Full day

Yes

No

$2.50

Whitehorse

Full

Full Day

Yes

No

$2.50

Leamington

Partial

Full Day

Yes

No

$2.00

Yellowknife

Partial

Full Day

Yes

No

$3.00

Miramichi

Partial

Full Day

Yes

No

$3.00

Cobourg

Partial

Full Day

Yes

Yes

$2.00
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Section 11: RECOMMENDATION TO TOWN COUNCIL
Given the TTF’s research provided in this report which identifies numerous potential economic
and social benefits, compared to low financial risk to the Town of Cochrane and its taxpayers the
TTF recommends:
Town Council approves the recommended service standards (see Section 9.11) and directs
Administration to proceed to the Request for Proposal (RFP) process based on those
approved service standards and scenarios. Following the RFP process Town Council
considers awarding the contract to provide transit services.
If Town Council approves this recommendation at the next Council meeting on Monday
September 10th, it would only be moving to the next step of requesting proposals with hard costs
as part of the RFP process. The Town would not be committing any funding until after the RFP
process, estimated to be completed by December 2018. At that point, Town Council can consider
awarding the contract to an operations contractor for the local transit service. In addition, Council
will be presented with the costs and project timelines to purchase buses, install bus stops, and
construct the Transit Hub. This initial report presents the work of the TTF, recommended service
standards, and cost estimates for the recommended service. The TTF finds this report provides
Town Council with the information needed to make an informed decision on whether to proceed
to the RFP process.
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Section 12: PILOT PROJECT PHASING
The following outlines the preliminary phasing of the five-year local transit pilot project pending
Town Council approval.

APPROVAL & SET UP (August 2018 – July 2019)
Council Approval of
Recommendation
Request for
Proposals (RFP)
Process
RFP for Council
Approval
Transit Bylaw for
Council Approval
Privacy Impact
Assessment (PIA)
Reconfirm
GreenTRIP Funding
Purchase Bus Fleet
Hard Infrastructure
Installation (Bus
Stops)
Soft Infrastructure
(App, Help Tablets,
etc.)
Design and Plan
Transit Hub
(following Tri-site)
Construction of
Transit Hub
Education &
Outreach
Aug.
2018
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Sep.
2018

Oct.
2018

Nov.
2018

Dec.
2018

Jan.
2019

Feb.
2019

Mar.
2019

Apr.
2019

May
2019

Jun.
2019

Jul.
2019
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Pending Council’s approval on September 10, 2018, the next step would be to proceed with a
Request for Proposals (RFP) using the determined service standards. During this time, research
can be conducted to further understand the demand for the local transit service with service
standards being set. Also, the Privacy Impact Assessment (PIA) would be started as this process
can take considerable time. Once RFPs have been submitted the top proposal will be presented to
Council by December 2018. At this point, Council will make a decision on whether to approve or
decline the proposal for a local transit with actual hard costs to consider. If Council approves a
local transit proposal December 2018 to July 2019 will be spent setting up the local transit service
with: purchasing buses and installing bus stops, testing software, design and construction of the
transit hub, and education and outreach.

PILOT BEGINS (Aug. 2019 – July 2020)
Construction of
Transit Hub
Education and
outreach
Soft Pilot (free fare)
Local Pilot Project
Adjustment to
Service
Integration with
Regional Transit
Aug.
2019

Sep.
2019

Oct.
2019

Nov.
2019

Dec.
2019

Jan.
2020

Feb.
2020

Mar.
2020

Apr.
2020

May
2020

Jun.
2020

Jul.
2020

In August 2019, the free soft pilot for local On Demand transit would begin. The free soft pilot
would be offered for two months to allow the service to be tested and any service or software
glitches can be resolved. After two months the official pilot for local On Demand transit service
would begin in October 2019 and run for five years. Adjustments to the service are set for every
six months with different times being tested and service being changed based on actual demand.
The first adjustment would also be made to account for an integration with regional transit. During
this year, construction of the transit hub would continue as the On Demand transit service does not
require transfers at this point. Also, education and outreach would continue over the first year of
the pilot to attract and assist new users to the service.
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YEAR ONE FUNDING DEADLINE & REVIEW (Aug. 2020 – July 2021)
YEAR
1

Local Pilot Project
Construction of
Transit Hub
GreenTRIP
Funding must be
Spent
Adjustment to
Service
Aug.
2020

Sep.
2020

Oct.
2020

Nov.
2020

Dec.
2020

Jan.
2021

Feb.
2021

Mar.
2021

Apr.
2021

May
2021

Jun.
2021

Jul.
2021

By December 2020, the transit hub must be completed and all other GreenTRIP funded work must
be complete and invoiced to the provincial government. Service adjustments continue every six
months with one adjustment before setting the next years budget.

TWO YEAR REVIEW OF LOCAL SERVICE (Aug. 2021 – July 2022)
YEAR
2

Local Pilot Project
Two Year Review
Adjustment to
Service
Aug.
2021

Sep.
2021

Oct.
2021

Nov.
2021

Dec.
2021

Jan.
2022

Feb.
2022

Mar.
2022

Apr.
2022

May
2022

Jun.
2022

Jul.
2022

On October 2021, the pilot project will have ran for two years reaching a point when local transit
services typically level-off on ridership. At this point a review of the transit service is
recommended with adjustments following the findings of the report.
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YEAR THREE OF LOCAL SERVICE (Aug. 2022 – July 2023)
Local Pilot
Project
Adjustment to
Service

YEAR
3

Aug.
2022

Sep.
2022

Oct.
2022

Nov.
2022

Dec.
2022

Jan.
2023

Feb.
2023

Mar.
2023

Apr.
2023

May
2023

Jun.
2023

Jul.
2023

Jun.
2024

Jul.
2024

YEAR FOUR OF LOCAL SERVICE (Aug. 2023 – July 2024)
Local Pilot
Project
Adjustment to
Service

YEAR
4

Aug.
2023

Sep.
2023

Oct.
2023

Nov.
2023

Dec.
2023

Jan.
2024

Feb.
2024

Mar.
2024

Apr.
2024

May
2024

From August 2022 to July 2023 and August 2023 to July 2024 the transit service will operate
normally with only annual adjustments prior to the setting of each years’ budget.

PILOT PROJECT COMPLETED (August 2024 – July 2025)
Local Pilot
Project
Review of
Service
Council
Decision on
Future Service

YEAR
5

Aug.
2024

Sep.
2024

Oct.
2024

Nov.
2024

Dec.
2024

Jan.
2025

Feb.
2025

Mar.
2025

Apr.
2025

May
2025

Jun.
2025

Jul.
2025

On October 2024, the pilot project will be complete. Prior to the completion of the pilot project it
is recommended that a review of the service be conducted. With the findings of the review Town
Council can decide on the future of the local transit service in Cochrane.
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APPENDICES
Appendix 1: Cochrane Transit Task Force - Terms of Reference
COCHRANE TRANSIT TASK FORCE
TERMS OF REFERENCE
REVISED
Acting in an advisory capacity with Town Administration for the consideration and
development for a local Transit service within the Town of Cochrane.
MEMBERSHIP

Mayor, appointed as Chair of the Task Force
Two (2) Town Councillors
One (1) Family and Community Support Services and Social Planning Advisory
Board Member
One (1) Cochrane Society for Housing Options (CSHO) Representative
One (1)
Four (4) Public at Large (including one senior and one youth and two
representatives from the Business Community, if possible)

AUTHORITY

The functions of this task force include:
• Giving consideration to previous studies, reports and information on the
feasibility of a local transit system in Cochrane, working with the designated
Town Staff to conduct and consider research, analysis and public consultation
on the following:
• evolutions in the transit industry (including on-demand service) as an
option for Cochrane;
• validation of bus routes and bus stop locations for each option;
• development of bus fare strategy for each option;
• phasing plan for local transit service (e.g. on demand to fixed route), if
necessary;
• validation of bus fleet types for each option; and
• any additional information on service standards.
• Following analysis of all options and a robust public engagement process,
assist Town Staff in determination of final options and recommend an option
to be presented to Council on implementation strategies, costs and timelines.
• Comply with the Town of Cochrane Procedural Bylaw and Municipal
Government Act

TERM
FUNDING
APPROVAL DATE

January 2018 – December 2018
As authorized by Council during the annual budget cycle.
December 11, 2017 RES # 299/12/17
March 26, 2018 RES #79/03/18
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Appendix 2: Background Documents
Hyperlinks embedded and all documents available at: https://www.cochrane.ca/614/Transit

1. Local Transit Service Presentation to Cochrane Youth Council March 2018
2. Local Transit Service Green TRIP Funding Regular Council Meeting January 2017
3. Local Transit Service Green TRIP Funding Local Transit Feasibility - Regular
Council Meeting January 2017
4. Regional Transportation and Complete Mobility April 2015
5. Cochrane’s Transit Alternatives Analysis March 2013
6. Public Engagement in Cochrane TRANSIT February 2012
7. Town of Cochrane Transit Strategy November 2011
8. Transit Strategy October 2011
9. Cochrane Transit Feasibility Study Phase 2 – Implementation Plan January 2011
10. Cochrane Transit Feasibility Study Council Presentation April 2010
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Appendix 3: Previous Fixed Route Option Scenario 1
Scenario 1 Core Service:
Route 1 & 2 - Peak Period Service & Weekday Service (6am – 6pm)
Frequency of Buses: 40 – 60 minutes
Annual Estimated Ridership: 107,400
Annual Net Cost: $564,000
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Appendix 4: Previous Fixed Route Option Scenario 2
Scenario 2 Weekday Peaks:
All routes - Weekday Peak Period Service Only (6-9am & 3-6pm)
Frequency of Buses: 40 – 60 minutes
Annual Estimated Ridership: 109,100
Annual Net Cost: $561,000
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Appendix 5: Previous Fixed Route Option Scenario 3
Ultimate Scenario Extended Core & Saturday:
All routes - Weekdays (6am – 8pm), Peak period Service, Evening Service,
Saturday Service
Frequency of Buses: 40 – 60 minutes
Annual Estimated Ridership: 234,000
Annual Net Cost: $1,500,000
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Appendix 6: Smaller Towns than Cochrane with Local Transit
Municipality
Cochrane

Population
AB.

27,960

Bus Transit Network

1.

Leamington

ON.

27,595

Leamington Transit

2.

Midland-Penetanguishene ON.

25,826

Midland Penetanguishene Transit

3.

Courtenay

BC.

25,599

Comox Valley Transit System

4.

Clarence-Rockland

ON.

24,512

Clarence-Rockland Transpo

5.

Tecumseh

ON.

23,229

Tecumseh Transit

6.

Banff-Canmore

AB.

21,843

Roam

7.

Collingwood

ON.

21,793

Colltrans

8.

Brockville

ON.

21,346

Brockville Transit

9.

Owen Sound

ON.

21,341

Owen Sound Transit

10. Lindsay

ON.

20,713

Lindsay Transit

11. Wasaga Beach

ON.

20,675

Wasaga Beach Transit

12. Huntsville

ON.

19,816

Huntsville Transit

13. Yellowknife

NWT.

19,569

Yellowknife Transit

14. Cobourg

ON.

19,440

Cobourg Transit

15. Niagara-on-the-Lake

ON.

17,511

Niagara-on-the-Lake Transit

16. Beaumont

AB.

17,396

Beaumont Transit

17. Port Hope

ON.

16,753

Port Hope Transit

18. Kenora

ON.

15,096

Kenora Transit

19. Thompson

MA.

13,678

Thompson Transit

20. Elliot Lake

ON.

10,741

Elliot Lake Transit

21. Temiskaming Shores

ON.

9,920

Tri-Town Transit

22. Hinton

AB.

9,882

Hinton Transit

23. Mont-Tremblant

QC.

9,646

Mont-Tremblant public transit

24. Trail

BC.

7,709

Kootenay Boundary Transit System

25. Duncan

BC.

4,944

Cowichan Valley Regional Transit System
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Appendix 7: Bus to Car Road Space Comparison

55 Cars: Length 4.7meter length/per car and 1.5m (approx.) between each car
1 Regional Bus: Length 13.5m and Rider Capacity 55

22 Cars: Length 4.7meter length/per car and 1.5m (approx.) between each car
1 Local Bus: Length 8.5m and Rider Capacity 22
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Appendix 8: Driving Time, Speed, and Distance Comparison

4.5km at 10kmph = 00:27:00
4.5km at 15kmph = 00:18:00
4.5km at 20kmph = 00:13:30
4.5km at 25kmph = 00:10:48
4.5km at 30kmph = 00:9:00
4.5km at 35kmph = 00:7:43
4.5km at 40kmph = 00:6:45
4.5km at 45kmph = 00:6:00
4.5km at 50kmph = 00:5:24
“Even small reductions in congestion can produce large benefits. On congested
roads, reducing traffic by 5% can increase traffic speeds by up to 50%” (Martin &
Thornton, 2017) (ex. 30km/h to 45km/h)
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Appendix 9: Traffic Count Estimates Highway 1A and 22
Highway 1A Control Section 16-8 Traffic Count Estimates

Weight Average Annual Daily Traffic (WAADT)

WAADT
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7380

8050

7940

7730

7500

8040

8200

2008

2009

2010

2011

2012

2013

2014

9400

9590

9420

2015

2016

2017

5000
0

Highway 1A Control Section 6-4 Traffic Count Estimates

Weight Average Annual Daily Traffic (WAADT)
WAADT

8000
6000
4000

3820
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4090

3890

4020

2008

2009

2010

2011

2012
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2014

5780

5680

5530
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2016

2017

2000
0
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Highway 22 Control Section 16-4 Traffic Count Estimates

Weighted Average Annual Daily Traffic (WAADT)
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Highway 1A Automated Traffic Recorder #50100668

Highway 1A Average Daily Traffic Counts
Annual and Summer (both directions)
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Average Summer Daily Traffic
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Appendix 10: Cochrane Cares Regional Well-Being Review – Social
Impact
“Please Indicate Whether the Following Social Issues Impact You or Someone You Know in Cochrane
& Area. Check All That Apply.” (N=511)
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Appendix 11: What We Heard Report – Local Transit
Hyperlinks embedded and documents available at: http://www.letstalkcochrane.ca/wpcontent/uploads/2018/08/WHAT-WE-HEARD-REPORT_Local-Transit.pdf

Town of Cochrane Transit Task Force - Community Engagement Results
(August 07, 2018)
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