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APPROVAL OF 
AGENDA 

Minutes of the Regular meeting of the Transit Committce held in the 
Board Room, 175 Ingram Strect, Duncan, BC on Wednesday, July 8, 
2009, at 3:34 p.m. 

PRESENT: Chairperson G. Seymour 
Directors I>. Duncan, B. I-Iarrison, G. Giles, 
L. Iannidinardo, P. Kent, K. Kuhn, and I. Morrison 

ABSENT: Directors K. Cossey and T. McGonigle 

ALSO 
PRESENT: Warren Jones, Administrator 

Joe Barry, Corporate Secretary 
Brian Dennison, General Manager, Engineering and 

Environment 
Jim Wakeham, Manager, Facility Management, Fleet 

and Transit 
Myrna Moore, BC Transit 
Roxanne Lypka, BC Transit 
Peter Murray, BC Transit 
Bill Young, FirstCanada ULC 
Rob Allen, FirstCanada ULC 
Georg Stratemeyer, Volunteer Cowichan 
Dolninique Beesley, Recording Secretary 

It was moved and seconded that the agenda be amended with the 
addition of New Business Item: 

7NBI - Service Expansiort itt Area 1.3 - Cowichart Stntiorz/ 
Snktlant/Glerzora; 

and that the agenda, as amended, be approved. 

MOTION CARRIEI) 

ADOPTION OF It  was moved and seconded that the minutes of the Regular 
MINUTES meeting of Transit Committee held May 13,2009 be adopted. 
2M1 

MOTION CARRIED 

CONVENTIONAL SERVICE 

Correspondence 

4C1 Email from Kim Citton, Project Supervisor, Canada World Youth, 
datcd June 25,2009, re: Canada World Youth Mozambique Exchangc 
Program - Bus I'asses, was considered. 
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Reports 

4R1 

It was moved and seconded that it be recommended to the Board 
that the CVKI) provide twenty bus passes to the Canada World 
Youth team members visiting our community from September, 
2009 to November, 2009. 

MOTION CARRIED 

Letter from Mark 0 .  Ruttan, Director of Administration and Deputy 
Chief Adn~inistrative Officer, Municipality of North Cowichan dated 
June 19,2009, re: Class Rides Free Program, was considered. 

The Corporate Secretary explained that the Class Rides Free Program 
is structured for use by public and private schools within the 
Cowichan Valley and is set to begin this September. Youth registered 
in recreation activities or programs is a different market and specific 
regulations would need to be considered by staff, he said. 

It  was moved and seconded that staff examine the feasibility of 
creating a program for youth registered in recreation activities or 
programs within* the Covvichan Valley to be eligible for free 
transportation on the Covvichan Valley Regional Transit System. 

MOTION CARRIED 

Report from Myrna Moore, Regional Transit Manager, BC Transit, re: 
Cowichan Valley Transit System Proposed Schedules was received as 
information. 

Transit Report from Bill Young, First Canada, dated June 16, 2009, 
was received as information. 

In response to questions, the Corporate Secretary suggested having a 
transit workshop prior to the September meeting. The Committee 
agrccd by consensus to have a workshop on the afternoon of 
September 9, 2009. 

Staff Report from the Manager, Island Savings Centre dated June 1, 
2009, re: Olympic Torch Relay Celebrations Request, was 
considcrcd. 

It  was moved and seconded that it be recommended to the Board 
that cash fares on the Cowichan Valley Iiegional Transit System 
be reduced to zero (no charge) on Saturday, October 31, 2009 for 
the Olympic Torch Relay celebrations happening region-wide. 

MOTION CARRIED 
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COWICIIAN VALLEY COMMUTER SERVICE 

Reports 

5R1 

HANDYDART SEIIVICE 

Correspondence 

6C1 

Reports 

6R1 

Report from Peter Murray, Senior Transportation Planner, BC Transit 
dated June 30, 2009, re: Cowichan Valley Commuter Transit Service 
Review, was considered. 

Responding to a qucstion from Director Duncan regarding the absence 
of Koksilah Road and the Trans Canada I-Iighway from the table on 
Page 19 of the Review, Peter Murray, Senior Transportation Planner, 
BC Transit, said that the commuter bus would stop at Koksilah Road. 

I t  was moved and seconded that the BC Transit implement the 
proposed routing changes as outlined in the Cowichan Valley 
Commuter Transit Service Review, Phase I, with 'Koksilah Road 
and Trans Canada Highway' to be listed in tlie table on Page 19 of 
the Review. 

MOTION CARRIED 

Letter from Cairine MacDonald, Deputy Minister, Ministry of 
Housing and Social Developmcnt dated May 22, 2009, re: Eligibility 
of handyDART for the BC Bus Pass Program, was rcccived as 
information. 

Email from Michelle S. Sierra dated June 11, 2009, re: request for two 
additional buses. was considered. 

It was moved and seconded BC Transit prepare a report to the 
Transit Committee regarding the feasibility of providing 
additional service to the 1iandyDART system including the cost for 
one and for two additional buses. 

MOTION CARRIED 

Report from Georg Stratemeyer, Executive Director, Volunteer 
Cowichan, re: BC Transit Custom / Paratransit Monthly Statistical 
Summary, was received as information. 

Report fiom Georg Stratemeyer, Executive Director, Volunteer 
Cowichan, re: handyDART Operational Report, was received as 
information. 



TRANSIT COMMITTEE MINUTES - JULY 8,2009 Page 4 

NEW BUSINESS 

7NB1 Sewiee Expansion in Area E - Cowichan StationISahtlaml 
Glenora 

Director Duncan inquired about the status of Route No. 5 - Eagle 
I-Ieights Cowichan Commons and the community bus for Cowichan 
Station. 

Myrna Moore, Regional Transit Manager, UC Transit, responded 
noting that the 2009/2010 budget has not officially been announced 
nor has the expansion list been provided by the Province possibly due, 
in part, to the current economic conditions. 

ADJOURNMENT It was moved and seconded that the meeting be adjourned. 
4:45 p.m. 

MOTION CARRIE11 
The meeting adjourned at 4:45 p.m. 

Chairperson Iiecording Secretary 

Dated: 



DATE: November 29.2009 

FROM: J.E. Barry, Corporate Secretary 

SUBJECT: 2010 Budget - Items for Consideration 

Recommendation: 

For discussion. 

Purpose: 

To consider various items during 201 0 budget discussions. 

Backeround: 

In 2005, the CVRD Board of Directors adopted a five year Cowichan Valley Transit Business 
Plan. Since that time, the Cowichan Valley Regional Transit System has undertaken numcrous 
enhancements to the system including new service to Crofton, Chernainus, Victoria and the 
Cowichan Co~nmons and the introduction of SundayIHoliday service. In addition, HandyDART 
expanded from serving just Duncan and North Cowichan to all of Electoral Areas A, B, C, D, E, 
F, I and the Town of Lake Cowichan. 

Projects identified in the Business Plan for implementation between 2006-2010 but not yet 
implemented were: 

Improved Frequency on Route #2 Mt. Prevost and Route #3 Quamichan; 
Improved Frequency to Lake Cowichan; 
Ladysmith Scrvice; 
Introduction of Taxi Supplement. 

2010 Budget - Conventional Service 

The Transit Cornmittce added the following two new items to the Business Plan in 2008 and 
approved their implementation in September 2009 (subject to funding by BC Transit): 

Cowichan Commons Shoppers Express, Service Introduction to Eagle Heights (Area E); 
Community Bus Expansion to Growth Regions south of Duncan. 



Although Electoral Area E - Cowichan Station/Sahtlam/Glenora officially became a transit 
funding partner as of September 2008, provincial funding through BC Transit unfortunately was 
not approved for the 200912010 BC Transit fiscal year. 

It is estimated that Eagle Heights service will generate additional ridership of 66,000 riders. The 
net CVRD cost of this service is estimated at $64,625. If implemented in September 2010, the 
prorated net CVRD cost would be $21,500. 

It is estimated that Community Bus Service serving Cowichan Station and rural areas south of 
the Cowichan River will generate additional ridership of 20,000 riders. The net CVRD cost of 
this service is estimated at $60,000. If i~nplemented in September 2010, the prorated net CVRD 
cost would be $19,975. 

Since property owners in Electoral Area E began paying taxes for transit scrvicc in 2009, the 
priority for conventional service remains high with the itnplementation of service to Eagle 
Heights and Cowichan Station. The costs for these services is included in the core budget, 
due to the uncertainty of Provincial funding not being known until spring 2010. The service is 
being shown as an additional item to consider. No other conventional service expansions arc 
being rcco~nmended for 2010. 

It is recornrnended that the Transit Committee approve the Eagle Heights and Cowichan Station 
Services effective September 2010, subject to funding from BC Transit. 

2010 Budget - HandyDART Service 

Attached to this report is correspondence from BC Transit regarding our Custom Transit Service 
(I-IandyDART). This correspondence provides an overview of the cxisting HandyDART service 
and provides options to deal with unmet demand and to increasc the ridership and productivity of 
the service. 

BC Transit is rccolnlnending that one additional vehicle be added in 201011 1 which would go a 
long way to bringing the Cowichan HandyDART service up to the level needed to accom~nodate 
the immediate demand for service from groups and individuals. 

It is estimated that this service will generate additional ridership of 5,000 riders. The net CVRD 
cost of this service is estimated at $50,000. If ilnplemcnted in July 2010, the prorated net CVRD 
cost would be $25,000. 

It is rcco~n~ncnded that the Transit Committee proceed with the addition of one bus to increase 
the level of HandyDART service for seniors and persons with disabilities, effcctive July 2010; 
subject to funding from BC Transit. 



2010 Budget - Fare Options for the Local and Commuter services 

Also attached to this report is correspondence from BC Transit regarding Fare Options for the 
Cowichan Valley Transit System and Cowichan Valley Commuter. This correspondence 
outlines proposed farc changes for the conventional, handyDART and commuter systems and 
provides an estimate of the impact on ridership and revenue. 

The Transit Committee should consider increasing farcs on one, two or all of these systcms as 
part of the 2010 budget discussions. 

2010 Budget - Bus Shelter Maintenance 

Also on this agenda is a staff report providing an update on the Bus Shelter program. It is 
important to notc that once the bus shelters are installed throughout the Cowichan Valley, that 
there will be costs associated with maintaining the sheltcrs. In other systems, trash and graffiti 
commonly have to be cleaned up as well as repairs owing to vandalism. It is important for the 
Transit Committee to consider approving $45,000 to maintain the bus shelters. This item is 
includcd as an additional itcrn for consideration. 

Submitted by, 

J.E. Barry, / 
Corporate Secretary 



November 18,2009 
File:cow. l 

Jim Wakeham 
Manager, Facility, Flcet and Transit Management 
Cowichan Valley Rcgio~lal District 
175 Ingram Street 
Duncan, BC V9L IN8 

Dear Mr. Wakeham: 

Subject: Custom Transit Service 

'The following letter report provides an overview of the  existing custom (handyDART 
door-to-door) transit service and provides options to deal with unmet demand and to 
increase thc ridership and productivity of thc service. 

Backgrourtd 
Custom transit, also known as handyDART, is a demand-responsive service that allows 
users to phone an operator and book trips in advance. Routing and schedules are flexible 
depending on the trips that have bcen booked. Service is usually door-to-door, but the 
dispatcher usually attempts to build shared-ride trips and sorneti~nes there are common 
pick-up or drop-off points. Eligibility for this type of custotn transit service can vary 
depending on service alternatives that are availablc in the con~munity. When demand 
responsive transit is the only type of transit available in a community, it is usually 
available to anyone who requires the service. When there is fixed route transit service 
available, eligibility for demand-responsive service is oftcn limited to those who are 
unable to use the fixed-route service due to a physical or developmental disability. In 
some communities, all seniors are eligible for demand-responsive service regardless of 
their level of mobility. When there are eligibility requirements, users must register with 
the system. 

Profile ($Exisiing Service 
The Cowichan Valley Custom Transit System operates with 2 minibuses in peak service 
within three ~uunicipalities (City of Duncan, District of North Cowichan and the Town of 
Lake Cowichan) and seven Electoral Arcas. The only unserved areas are the Town of 
Ladysmith; Electoral Area G - Saltair1C;ulf Islands; and Electoral Area 1-1 - No11h 
OysterlDiamond. As well, a fully accessible low floor conventional transit fleet provides 
an alternative for many people with disabilities. 

'The scrvice operates Monday to Friday from 7a1n to 5pm and Satu~day from 9am to 4pm. 
Passenger fares are $2.00. There are two types of service: 



activities 

In 2008109 the service provided a total of 10,982 rides to 462 active registered 
IlandyDAR'I' users. Thcre were also rides for attendants (140). The avcrage age of the 
passengers is 77 years. l'he breakdown of passenger categories is displayed in the 
accoinpanying chart. Wheelchair passengers make up 14% of passengers which is below 
the provincial average of 20%. Trip purposes are indicated below. Just over 60% of the 
service is for non-discrctionary trips such as rncdical and programs. This is a fairly 
healthy mix relative to other silnilar serviccs. 

As indicated in the 
accolnpanying chart, ridership 
had been fairly flat ulltil 
January 2008 when the 
scrvice was expanded. Rides 
have increased from 6,700 in 
2007108 to 1 1,000 in 
2008109. The productivity of 
the service has fallcn from a 
high of 3.1 rides per hour in 
the second half of 2001102 to 
2.1 in the first half of 2007108 
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and a forecast 2.5 in 2009110. Rides per hour was just over 2.6 in the first quarter of this 
year indicating that the service expansion is being well used. 

For the most part, 
increased ridership is 
related to service 
expansions. In 
January 08 there 
were about 2,000 
hours and one 
vchicle added to the 
servicc. This 
rcsulted in almost 
doubling rides. 

The following table provides a co~nparison to other similar systems. Based on the recent 
improvement in productivity, the Cowichan system is performing at a reasonable level in 
relation to other similar services. 

2008109 CUSI'OMII'ARATRANSIT INFORIIIATION & PERFOIIMANCE SUMMAIIt 
Year Esd Aetaalr 

Irrl T r ~ i  Savci  inhi  

Mwlclnd l o r  Ami id  Rcuellue Tax8 Tala! Sarel ReoreneiSup~i lc inc Tm RCTmms$lNeii.acrl Coal K8dcri CoiV > + D u d  
8 Sl~~~orio~oiuo(S~CoriroCorlroS~wroq l l o u r :  Rldc Cajilia 

Conirliin Vnllcy 63.700 2 4.566 10,982 0 219.850 0 0 0 0 163.046 9 i . l l 5  7 5 %  2 4 1  125.48 007 
Nrlrull&Area. <1,600 4 8.110 33.719 236 550.031 0 0 2.078 2.078 71,000 43,66< 9 0 %  068 I l 9 +  0 I!, 

Arrn9.e 71,400 7 12,110 52,468 6,962 817,155 10.951 -23,814 30,784 41,212 450390 I l l . 3 6 1  10.3% 1 15.61 0.88 

The Cowichan Valley is unique in terms of service area and population. The total 
population is similar to several other systems; however the size of the service area makes 
it the lowest in ternis of population density. The only other systctn that provides a 
reasonable comparison is the bundling togetiier of several small systems in the 
Kootenays. The level of service in the Cowichan Valley is well below that of others 
bascd solely on population. Hours per capita a r e  barely half that of Chilliwack and 
one quar ter  of Vernon. 

Exisfing Status of Demrrrrd nnd Supply 
A few observations on the servicc: 
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Program related travel dominates the service. 75% of all trips are for senior care 
facilities and day programs. A few of the programs are Waldon House (day program 
for seniors), Providence Farm (therapeutic gardening, riding) and Cowichan 
Secondary. This factor severely litnits the ability of the operator to accommodate 
individual requests for travel. See note abovc, we are checking June to confirm the 
number 
School District if79 trips are provided once per week to transport students with 
disabilities to non-school related programs. This service consumes about two hours 
per week. 
Geography has a major influence on the productivity of the service. Many trips are 
for individuals that live in outlying areas. The operator has dedicated times for trips 
to outlying areas in an effort to provide equity in service provision, as indicated in the 
accompanying chart. Service is provided in Duncan and North Cowichan at all othcr 
times and in between the regional trips. 

- . . . . . . . 7 [- Monday . Tuesday .. Wednesday . .. Thursday Friday I Saturday 
I - 1 

MAPLE BAY 

CHEMAINUS 

CROFTON 

ARBUTUS 
RIDGE 

MAPLE BAY 

MALAHAT 
MlLL BAY 

COBBLE HlLL 
SHAWNIGAN 

LAKE 
COWICHAN 

BAY 
MAPLE BAY 

MALAHAT 
MlLL BAY 

COBBLE HlLL 
SHAWNIGAN 

LAKE 
COWICHAN 

BAY 
MAPLE BAY 

LAKE 
COWICHAN 

YOUBOU 
HONEYMOON 

BAY 
CHEMAINUS 

CROFTON 
MAPLE BAY 

Open to any 
outlying areas 

as time 
permits 

Rides % 
Duncan 4.722 43.0% 
N Cowichan 5:288 48.1% 
Area A 273 2.5% 
Area B 160 1.5% 
Area C 289 2.6% 
Area D 91 0.8% 
Area E 128 1.2% 
Area F 32 0.3% 
Lake 
Cowichan 
and Area I 0 0.0% 
Total 10.983 100.0% 

Note: There arc occasional trips to Lake Cowichan and Area I but zero trips originating 
in those areas. 

The high cost per ride and low productivity are the rcsult of spreading too little 
service over a very large area. Productivity could be increased with a greater focus of 
servicc on Duncan and North Cowichan or an expansion of service in the core service 
area. 



Taxis are not used as backup or to supplement the service. There are seven licensees 
operating 32 vehicles in the Cowichan area. At least two companies operate 
accessible vehicles. 
Unmet trips - An average 15-20 unmet trips are reported each month with a high of 
50 in June. 
The operator reports that the 2008 xrvice expansion was filled with the unmet 
demand ahnost irnmcdiately and that they are now at the point of capacity once again. 
Service hours per capita are well below othcr similar customlpara cornmunities by a 
factor of two to four. 

Following are a nurnber of strategies to deal with this situation and the anticipated growth 
in demand over the next two years. 

Strategies and Recommcndatiotl 

The strategies discussed below f o c ~ ~ s  on the immediate issue of balancing the supply of 
service with the demand. 

Meet with user groups - This is the first thing that should be done to get a bctter sense of 
how to managc the demand. As well, it can provide a picture of potential growth in 
demand due to changes in the social and health sectors. The operator has already begun 
this process and has achieved some succcss with Waldon House. 

Revenue I3our.s - Right now there are two full time shifts operating; from 7am to 3pm 
and 9am to 5 pm. In effect, for four hours pcr day there is only one vehicle in service. A 
review of the detailed schedules indicatcs that therc are very few gaps where the vehicle 
is idle. The relatively low productivity of the service is a result of geography and 
individual trip request rather than low demand or poor scheduling practices. 

Based on the population, interviews with major users, discussions with thc operator and 
comparisons to other communities, additional handyDART service is warranted. It is 
suggested that, in tcrlns of priority, one additional vehicle be added in 201011 1 which 
would go a long way to bringing the Cowichan service up to the Ievcl necdcd to 
acco~nnlodatc the immediate demand for scrvice from groups and individuals. Another 
vehicle could be added I2 to 18 months later. This would bring the system up to four in- 
service vehicles and 0.1 5 hours per capita and in line with other similar systems. 

Summary Information for Additional Revenue Iiours 
Atinl/aL ItllpacL 
Addlnonal Semce Hours 2,000 Adluonal Operaung Cost $120,000 
Addluonal Velucle Iicqlured. 1 A d l t ~ o n a l  licvcnue. $10,000 
Addluonal Rtdelslup 5,000 Net Local Sharc. $38,000r 
*plus $12,000 local share of debt service for velucle 

Ibxi Su~~plernent & Taxi Saver - While the handyDAI<T staff trics to acco~nmodate as 
many passenger trips as they can cach day, there are times when this is not always 
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possible to meet passenger nccds. Passengers sometimes request trips when the 
handyDART vehicles are already booked in service. Other riders may wish to travel 
outside of the regular handyDART hours of opcration. During those times whcn 
handyDART is unable to mcet passenger needs, taxi companies can play a valuable role 
in augmenting services to people with disabilities. BC Transit's Taxi Supplement and 
Taxi Saver Programs are two ways for taxi companies to help provide this type of 
transportation. 

While both Taxi Supplemcnt and Taxi Savcr programs illvolvc the use of taxis and a 
partnership between the handyDART Operator, the Municipality, BC Transit and 
participating local taxi companies, the two programs are quite different in terms of how 
they are administered. Each program will be described separately. 

Taxi Supplement is a program that operates in conjunction with handyDART and allows 
sonic door-to-door trips to bc dispatched to taxis when the vehicles are fully booked for a 
particular time slot. Taxi supplement is a good way to increase capacity and provides 
additional travel options for passengers. The cost per trip is generally lower than that for 
a handyDART trip. A budget of $12,000 is suggested and would accommodate 
approximately 1,000 one-way trips. 

Taxi Saver is a program that allows ehgible clients to buy taxi coupons or scrip at a 
discount for use on local taxis. The scrip is subsidized at a rate of 50%. Thus a book of 
coupons with a face value of $80 is sold to eligible clie~its for $40. Once the individual 
has a book of coupons, they contact the taxi service directly to book their ride. This 
program provides an affordable option for occasional, spontaneous travel and during 
timcs when IiandyDART docs not operatc. However, one of the common complaints is 
that despite a 50% subsidy, not all registcrcd handyDART users can afford this service. 
Also, due to the program universality, it also provides an income subsidy to many people 
who do not require it. A budget of $30,000 (net $15,000) would accommodate up to 
2,800 ridcs annually. 

Addluonal Ope~aang Cost. $15,000 (net) 
Addlt~onal lhdelshlp 2,800 
Net 1,ocai Share $35,000 
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Travel Training- This is a program that provides handyDART clients, seniors and others 
in the community with the skills required to use the accessible conventional bus service 
independently including how to: 

plan a route 
identify and access tlie most convenient and safest bus stops and bus routes 
identify landmarks 
i~tilizc personal safety strategies 
enter and exit the bus and transfer safely 
take charge if they bccorne lost 
ensure they are seated safely in priority seating 
secure a mobility aid. 

This prograln can be delivered by tlie operator or an outside agency. Both Victoria and 
Kelowna use outside agencies wliosc sole purpose is to deliver this service. This program 
can begin at a very modest level with a budget of $5,000. 

handyDAKT I<ligibiliy - A review of the existing client base applications suggests that the 
operator is doing a good job in screening potential users, although they have not been 
using proper Eligibility Verification Forms. This does not rnean that there is no 
opportunity to transfer handyDART customers to the conventional system. Travel 
Training allows the operator to suggest that clients who arc capable use the regular bus 
system for all or some of their travel. 

handyI'ASS- This is a pass that is provided to registered handyDART users and allows 
for the purchase and use of Taxi Saver coupons. As wcll, pass holders can travel on the 
conventional bus at the concession fare and travel with an attendant at no extra cost. This 
provides a very low cost incentive to handyDART users to use the conventional bus f o ~  
some or all of  their travel needs. There is no cost to implernenting this fcaturc. 

Sche~/ulrngSojiware - For sclieduling purposes, the dispatcher currently uscs the 
Microsoft Outlook Calendar function. An enhanced scheduling software package to help 
with client registration, trip booking and scheduling, trip dispatch and reporting would 
serve as a critical component to increase ridership. 

Olher Measu~es - Other mcasures that may help to improve productivity includc: 1) 
grouping of trips from remotc arcas (alrcady in place); 2) designated times for shopping 
trips; 3) travcl time standards, especially for longer trips; 4) 'will call's for medical trips 
whcre return times are uncertain; and 5) negotiating trip times(a1ready in place). These 



strategies are employed in other systems to reduce mileage and increase the rides pet 
hour. The operator is reviewing all of these measures. 

Conclusions and Recommendations: Based on the population, interviews with major 
users, discussions with the operator and comparisons to other communities, additional 
handyDART service is warranted. 

It is suggested that, in terms of priority, one additional vehicle be added in 201011 1 which 
would go a long way to bringing the Cowichan custom transit service up to the level 
needed to accomlnodate the immediate demand for service from groups and individuals. 
Another vehicle could be added 12 to 18 months later. This would bring the system up to 
four in-service vehicles and 0.15 hours per capita and in line with other similar systems. 
In the longer tern?, taxi supplement/saver programs could be considered to augment the 
Ievcl of IiandyDAR'T service. 

It is recommended that the CVRD approve the strategies described in the report, subject to 
the availability of local and provincial funding. 

If you have any questions please call 

Yours truly, 

Myrna Moore 
Regional Transit Manager, Vancouver Island Coastal 
BC Transit 

Copy: Joe Barry, Corporate Secretary, CVKD 

G:\lilSyr~emr\planneee\~nY~~~~\~~o~~~ii1~~ \'alley\0910 cow curion, re,.icw.doc 

17 



73 BCmansIf 
Linking Communities, Businesses & Lifestyles 

November 18, 2009 
File: COW.? 

Jim Wakeham 
Manager, Facility, Fleet, and Transit Management 
Cowichan Valley Regional District 
175 lngram Street 
Duncan, BC V9L 1 N8 

Dear Jim: 

SUBJECT: Fare options for the Cowichan Valley Transit System and Cowichan Valley 
Commuter 

This report outlines proposed fare changes for the Cowichan Valley Transit System and the 
Cowichan Valley Commuter, and provides an estimate of the impact on ridership and revenue. 

Conventional Transit Fares 

In 2008109, prepaid fares accounted for about 60% of ridership in the Cowichan Valley, which is 
lower than most comparable transit systems such as Comox Valley (68%) or Campbell River 
(74%). Monthly passes and other prepaid fares are encouraged, not only because they are more 
convenient for passengers, but because prepaid fares encourage greater and more regular transit 
use. 

The table below outlines the current fares for the Cowichan Valley Transit System. The adult 
cash fare of $1.75 is close to the average for other similar transit systems across B.C., while the 
adult monthly pass price of $43 is slightly below the average. However, the average fare (or 
average revenue per passenger) in the Cowichan Valley was $1.20, which is higher than the 
average of $1.05. This is in 
part because fewer Cowichan Proposed Fare Changes 
Valley passengers are using 
more heavily discounted Current Option 1 Option 2 
monthly passes. Cost recovery Cash fares 
(revenue as a percent of total Adult $1.75 $2.00 $2.00 
costs) in the Cowichan Valley Senior $1.50 $1.75 $2.00 
was 20.8% in 2008109 student $1.50 $1.75 $2.00 
compared with an average of under free free free 
26% for other similar sized Tickets (book of ,OJ 
communities. Transit fares in 
the Cowichan Valley were last Adult $14.00 $16.00 $16.00 

increased in March 2008. Seniorlstudent $1 1.50 $1 3.50 $13.50 
Monthly passes 

The table outlines two proposed Adult $43.00 $48.00 $48.00 
fare change options. In Option Senior $32.50 $36.00 $36.00 
1, all cash fares would increase Student $32.50 $36.00 $36.00 
by $0.25, resulting in a 14-17% college student $32.50 $36.00 $36.00 
fare increase. Ticket prices College semester $100.00 $1 12.00 $112.00 
would increase proportionately. 
Monthly pass prices would 
increase 11.12%. This lower increase for monthly passes would help to offset the impact of 
higher cash and ticket prices, and it would help to encourage more passengers to use passes. 

520 Gorge Road East PO. Box 610 Victoria BC V8W ZP3 Ebhone. 250,3852551 Fax. 250995,5639 www.bcIransit.com 



Option 2 is very similar to Option 1, but it proposes increasing all cash fares to $2.00, eliminating 
the current difference between adult and studenffsenior cash fares. Since there would still be a 
discount for studenffsenior ticket and pass pricing, this will create further incentive for these 
markets to switch to monthly passes. A similar proposal for a flat cash fare has recently been 
made for the Victoria Regional Transit System. 

Transit ridership is sensitive to fares, so some impact on ridership can be expected when fares 
are increased. Based on the experience measured in many communities, the general rule of 
thumb is that for every 10% increase in the average fare, transit ridership will decrease by about 
3%, all else being equal. This doesn't necessarily mean that ridership will actually decrease; it 
just means that ridership would be lower than it otherwise might be if fares were not increased. 
The proposed fare changes are forecast to have the following impacts on revenue and ridership: 

Option 1: Under this option, annual revenue is forecast to increase by $25,000 or about 6%. The 
higher fares will be partly offset by lower ridership, with a projected fare impact of 11,000 fewer 
annual rides, or about 3%. Since cash and ticket fares increase by a greater percentage than 
monthly passes, a slight (5%) shift from cash and tickets to monthly pass use is forecast. 

Option 2: Under this option, annual revenue is forecast to increase by $31,000 or nearly 8%. 
Because of the higher cash fare increase for seniors and students, there will be an even greater 
impact on ridership among these groups with an overall ridership impact of 13,000 fewer annual 
rides or nearly 4%. The shift from cash fares to monthly passes for seniors and students will be 
greater than under Option 1 (10%). 

Custom Transit (handyDART) Fares 

Currently, the handyDART fare is $2.00 for cash or tickets (there are no monthly passes). It is 
proposed that handyDART fares be increased to $2.25, in line with the $0.25 increase in 
conventional cash fares. The higher fare for handyDART relative to conventional transit service 
reflects the premium level of service (door-to-door) and the higher cost of providing this service 
on a per trip basis. 

Cowichan Valley Commuter Fares 

The Cowichan Valley Commuter service has been in operation since October 2008. When the 
service was introduced, a two zone fare structure was established. Zone 1 is south of Koksilah 
Road, and includes Mill Bay, Shawnigan Lake, and Cobble Hill. Zone 2 is north of Koksilah Road 
and includes Duncan and Cowichan Station. Currently, about 70% of passengers board in Zone 
1 while the remaining 30% board in Zone 2. 

Unless there is a very clear physical separation or barrier, zone boundaries can be difficult to 
define and they often appear arbitrary to transit users. A significant number of Cowichan Valley 
Commuter passengers drive to their stops and use park and ride facilities. As a result, the zone 
boundaries tend to encourage people who live in the Zone 2 area to drive to a park and ride 
facility in the Zone 1 area. 

There have been some requests from the public for a reduced rate for students and seniors on 
the Cowichan Valley Commuter service, similar to the fare structure for the local service. 
However, this is a limited service (operating only in one direction during peak periods on 
weekdays) that is targeted for the adult work commuter market. The service is expensive to 
provide and there is limited capacity available. In addition, the existing and proposed fare 
structures already provide a substantial discount for regular commuters who purchase a monthly 
pass, and the fares are significantly lower than alternative services between the Cowichan Valley 
and Victoria. As a result, introduction of a reduced fare for students and seniors is not 
recommended for the Cowichan Valley Commuter. 



It is proposed to replace the current multi- 
zone fare structure with a single zone. This 
would address the issues described above, 
and it would also simplify the fare structure 
for passengers and operators. The table to 
the right outlines the proposed fares. The 
new single zone fares would be priced 
between the current Zone 1 and Zone 2 
fares. This means that for 70% of 
passengers who currently board in Zone 1, 
fares would increase. The remaining 30% of 
passengers would see a fare decrease. 

Proposed Fare Changes 

Current Proposed 
Cash fares 
Zone 1 
Zone 2 
Tickets (book of 10) 
Zone 1 
Zone 2 

$54'00 $63.00 
$72.00 

Monthly passes 
Zone 1 $1 50 

$200 
$165 

7nne 2 -. .. - 
The impact on ridership is forecast to be Zone 1 S. Island Pass $185 
minimal, since demand for this service is Zone 2 S. Island Pass $235 

$200 

relatively inelastic with respect to price due 
to limitkd alternatives, and because any 
decrease in ridership from Zone 1 would likely be offset by increased ridership from Zone 2. It is 
projected that the proposed fares will result in a slight increase in the overall annual fare revenue 
(roughly $5,000 or 2%) which is shared between the CVRD and the Victoria Regional Transit 

Please call me if you have any questions about this material 

Yours truly, 

" 
Peter Murray 
Senior Transportation Planner 
BC Transit 





CVRD 2010 Requisition Review 

Transit (107) 

Descri~tion 

2009 Proposed 
2008 2009 %Increase 2010 $Increase %Increase 

Tax Reauisition Tax Reauisition (Decrease) Tax Reauisition IDecrease) (Decrease) 

A) Core Budget $1,021,687 $1,021,687 0.0% $1,024,222 $2,535 0.2% 

Main Reasons for 2010 increase: - Decrease in surplus from 2008 = $130,146 vs. 2009 = est. $112,000 $18,146 1.8% 
- Increase in services from other CVRD depts. $30,278 3.0% 

- decrease in expenditures -56,989 -0.7% 

- Increase in revenues -$38,900 -3.8% 

Subtotal $2,535 0.2% 

Plus Supplemental Items Anticipated Funding Method 

Reserves S.T. borrow Operating 

8)  Recommended by 1) 20% of 2009 surplus to Operating Reserve $22,400 $22,400 2.2% 

Corporate Leadership 
N 
N Team Total tax requisition increase recommended by CLT $24,935 2.4% 

Anticipated Funding Method 

Reserves S.T. borrow Operating 

C) Additional items 1) Inc. in operating cost (re spare bus) 

t o  be discussed 2) Bus shelter maintenance (partial year) 

3) Add HandyDART bus (partial year) $25,000 

4) Increase in service to Cow. Station $19,975 

5) Inc. in service Area E (Eagle Hghts) $21,500 

$66,475 
n/a n/a 

Subtotal $61,000 6.0% 

Total tax increase including all supplemental items $85,935 8.4% 

Notes: 

1) The reserve account has a current balance of $91,419. 
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DATE: November 28,2009 

FROM: J.E. Barry, Corporate Secretary 

SUBJECT: Bus Shelter Update 

Recommendation: 

That it be recommended to the Board that the change in scope to the revised Public Transit 
Agreement and Public Transit Infrastructure Program Funding Agreement be approved; and that 
the Board Chair and Corporate Secretary be authorized to sign the revised agreement. 

Purpose: 

To approve the change in scope to the revised Public Transit Agrcetnent and Public Transit 
Infrastructure Program Funding Agreement. 

The CVRD has previously received $335,982 under the Public Transit Agreement and Public 
Transit Infrastructure Program Funding Agreetnent from the Federal and Provincial 
Governments. The scope of the projects approved under these agreements were: 

BusLine Automated Answering Service 
TMS Scheduling Software 
Bus Shelters 

The Transit Co~n~nit tee discussed bus shelters at three meetings in 2008. However, the 
implementation of the prqjects listed above has been delayed for a number of reasons. These 
reasons include a change in our transit operating company in 2008; difficulty in obtaining 
consensus on a standard bus shelter design between three municipalities and seven electoral 
areas; the 2008 Local Government Elections and referendums; changes in Elected Officials due 
to the November 2008 election resulting in different opinions on bus shelter designs; limited staff 
resources due to Regional District staff reorganization in 2008109; the expedited implementation 
of the Cowichan Valley Commuter service in the fall of 2008; and the logistical complexity of 
obtaining approvals for installation and placenient of bus shelters in both municipal and 
provincial jurisdictions. 



With the change in having the Transit Service function becoming part of the Engineering and 
Environmental Services Department and with the creation of a dedicated Transit Manager 
position, staff have been able to review the operating conlpany changes (re: effect on the 
BusLine Auto~natcd Answering Service and TMS Scheduling Software components); and the 
logistical complexities involved with this project. 

Upon further review of the agreement, a few items were in need of change. Consequently, staff 
have applied for, and received preliminary approval for an extension to the agreement to March 
31, 201 1. As well, staff have requested a change to the scope of the project by deleting the 
BusLine Automated Answering Service and the TMS Scheduling Software components. The 
funds previously allocated to these two components have been moved to the Bus Shelter 
component. This will increase the number of bus shelters froin approximately 30 to 32 shelters. 
This increase in bus shelters will directly serve transit riders better than the previous two "behind 
the scenes" components. In addition, the reference to aluminum/metal structures was also 
removed to allow some flexibility if desired. 

In September 2008, the Committee passed a resolution that the dollar amount for bus shelters be 
allocated directly to CVRD member municipalities based on the local funding partnership 
percentages for the transit function. For example, since North Cowichan pays approximately 
32% of the cost of the transit function, the municipality would receive approxi~llately 32% of the 
32 bus shelters (i.e. 10 sheltcrs). The Committee's plan was that North Cowichan would receive 
a cheque from the CVIiD for approximately $107,000 for the sole purpose of purchasing and 
installing bus shelters in their area of whatever design they wished. However, while reviewing 
the details of the agreement, it was discovered that transferring the equivalent dollar value to the 
municipalities was not permitted by the agreement. In other words, the grant money was 
provided to the CVRD and the CVRD must proceed with the expenditure of the funds directly. 

Next Steps 

Staff will work with BC Transit and the operating company to determine the best suited locations 
for the shelters based on actual ridership use. Discussions with the mullicipalities will take place 
regarding obtaining property easements, installation and ~naintenance options. Discussions with 
the Ministry of Transportation and Infrastructure will take place regarding similar issues and 
obtaining permits for the electorial areas. Staff will work with BC Transit to determine the best 
design options that are supported by BC Transit as they are currently embarking on a province 
wide project to standardize bus sheltcrs. 

Submitted by, 

J.E. Barry, 
Corporate Sccretary 



Cowichan Valley Regional Transit 
# 3 - 5280 Polkey Rd. 

Duncan, B.C. V9L 6W3 
November 18,2009 

Transit Report 

Effective September 8, 2009 the Cowichan Valley Regional Transit System underwent significant 
service changes. 
Changes included reconfiguring routes 2 & 3. The # 2 route does the opposite route back to 
the city center. 
The # 3 now goes to the Commons Mall and back down Canada, left on James St. 
This change allows more service to the High School, Pool and Rec Center, Library as well as the 
businesses along the James St. corridor. 
We have received many compliments on this change as now passengers no longer need to go 
downtown and transfer to a # 3 to get to the hospital area. 

Ridership 

The passenger counts done on a daily basis are no longer done. 
The counts were not reliable. A specified sampling is far more effective and accurate 

Commuter Service 

Route changes to both runs were very well accepted by our passengers. 
The # 66 starts at London Drugs and follows a more direct route to downtown Victoria. 
The # 99 travels through the Beach estates to Mill Bay ( Frayne Center ) no longer servicing the 
west side of Shawnigan Lake. 
The runs are more efficient and timely. We have received many compliments on the 
route changes. 

Yours truly 

Bill Young 
Manager 
Cowichan Valley Regional Transit 



handyDART 
Operational 
Report 

CVRD Transit Committee 
Meeting, November 26th, 2009 

Prepared by 
Georg Stratemeyer 
Executive Director 
Volunteer Cowichan 
1 Kenneth Place, Duncan BC 
www.volunteercowichan.bc.ca 
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Equipment 

Our two buses are well maintained and in good working condition. We had the need to 
temporarily borrow a bus from Nanaimo in order to keep the system going. The 
associated costs and administrative tasks necessary to make this possible make this an 
option that we would prefer not to use. 

Passenger Counts 

We are continuing to average 1,000 trips per month or approx. 2.7 trips per hour with 
the City of Duncan and North Cowichan making up the majority of trips. Rural areas are 
generally under-represented with the exception of Area E. 

From our perspective we have reached capacity unless we can find ways to improve 
efficiency. According to the projected ticket sales of 2.5 trips per hour, we have been 
able to manage a slight increase. 

Reasons for not being able to further increase efficiency are related to the geography of 
the area we serve and the low population density for most of the region. We are 2 

continuously looking for ways to improve capacity within the range of our budget. 

Unmet Trips 

We continue to turn away on average 30 trip requests per month. These are new clients 
to the system and existing clients wanting to book additional trips. 
We make every effort to negotiate with the client and their service provider pick up times 
are convenient for them and allow us to accommodate the request. 

Trip Data 

About 75 % of our trips are repeat trips, clients booked for regular appointments, 25% 
are single trips, clients need the bus for one occasion only. While we will provide trips 
for recreational purposes, we follow a priority system to accommodate medical, work 
and school related trips first. 

We are tracking unmet trips with more detailed information for future planning purposes 
Data shows that 

66% of requests were for medical and work related trips 



85% of requests are for single use 
61 % of requests are from Duncan, 37% are from North Cowichan 

The picture that emerges is that handyDART is used by a smaller number of existing 
clients regularly, rather than a large number of clients occasionally. We think this is 
because we strive to be reliable and will not cancel a booked repeat trip to 
accommodate a single trip request. This would explain the high percentage of single 
use requests that go unmet. 
98% of unmet trips are from Duncan and North Cowichan. We are strive to 
accommodate rural clients to work towards are more balanced distribution of rides 
across the CVRD. 

Short Term Objectives 

Policies 
We are reviewing our operating policies to improve the way we deliver our service, 

Dispatching Software 
We are continuing to search for dispatching software that would allow us to track client 
booking requests and client data more efficiently. 3 

Tracking Devices for Buses 
We are researching the possibility of tracking via GPS the location of our buses. The 
intent is to develop data that will allow us, when compared with trip booking information, 
to optimize scheduling. 



Cowichan Valley handyDART - System Overview 

Operating Principles 
The operating philosophy is to improve the quality of 
life of clients by offering assisted transportation. 

The primary objective is to provide fair and equal 
access to handyDART in all participating electoral 
areas and municipalities. 

Client Group 
handyDART is a shared transportation service for 
people with physical or mental disabilities that create 
mobility issues. Clients require assistance to board 
the bus, some are in wheelchairs and some require 
escorts. The largest client group is seniors, followed 
by people receiving medical treatment that prevents 
them from operating a vehicle safely, for example 
people undergoing dialysis or receiving 
chemotherapy, followed by clients living with a 
mental disability. Trip purposes can be grouped into 
medical appointments and rehabilitation services. 
work and school related trips and trips relating to 
sociallemotional well being of our clients. 

Booking a trip: 
a. Client has to contact the office to register as a 
client 
b. Client has to contact the office at least 24 hours 
prior to desired pick up time to book a trip 
c. Clients will be picked up during a pick up window 
of 15 minutes prior to and following the arranged 
time. 

Operating Hours 
Service: Mo-Fr, 7 am to 5 pm 

Sa,9 am to 4 pm 
Dispatching: Mo-Fr, 8:30am - 4:30pm 

Ticket Price: 
$2 per trip (We accept tickets distributed 

through the Cowichan United Way 
to Member Agencies) 

Contact Information 
Telephone: 250-748-1230 
Email: pt@volunteercowichan.bc.ca 

Scheduling Equipment 
Based on our current client demand the following two 2007 Ford Polar Buses (diesel) with a seating 
weighted schedule is emerging: capacity of 20 or 16 plus 2 wheelchairs or 8 plus 4 
Mondays - Maple Bay wheelchairs. 
Tuesdays - CroftonlChemainuslArbutus Ridge 
Wednesdays - South End 
Thursday - South End 
Fridays - CroftonIChemainuslLake Cowichan 
Saturdays - flexible 
As we add new clients, trips will be planned around 
those destinations. 

We have started with providing transportation to and 
from Duncan as a central location. The next step will 
be to offer service within outlying areas such as 
Lake Cowichan. Mill Bay and Chemainus. As we are 
introducing the service we are learning where clients 
are located, how to most effectively offer our service 
and how to fill our capacity without creating 
unrealistic ex~ectations. 



Cowichan Valley Paratransit 
2009 Ridership Data 

(population 65, 4801 

Ridership %of Pop 
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J.E Barry 

Corporate Secretary, CVRD Transit Committee 

175 lngram Street, Duncan, BC V9L I N 1  

Gina Talbot 

1030 Lomas Rd 

Duncan BC V9L 2N1 

Greetings Transit Committee, 

I have been Transit user since i t  started in the Cowichan Valley and am grateful that we have this service 

here. The routes I most commonly use(d) are #3 Quamichan - Marchmont to downtown, Marchmont to 

Cowichan Bay and #4 Maple Bay to Campbell St. 

The last year or so has been the most difficult years to use transit and I have had to decrease my use of 

the transit system. I go out less, take more taxi's and ask others for rides more often now, and only use 

public transit as a last resort. 

The reason for this is that there is a problem with busses being on time for transfers. I can no longer 

make appointments downtown and be sure of being able to get to them as there's a good chance I will 

not make the transfer from the mall to downtown. Most of the time when I want to transfer, I have had 

to ask the bus driver to call ahead and have the bus wait for me. Some drivers wait for me to convince 

them of the "urgency" of me making such a transfer. I t  i s  really none of their business and is  not their 

place to judge whether my appointment is important enough for them to make the effort to get there in 

time. 

I have noticed a pattern in that usually when they are late i t  is because their next route does not start 

right away. This has been common since the service started. For example i f  the bus is supposed to get to 

the mall by 3pm, and their next route does not start until 3:10 the drivers goal is to get to the mall at 

3:10 and not the scheduled time of 3. The last time this happened the next bus downtown was 30 

minutes later. This was a day that i t  was too painful to walk and I had time constraints as well. I had to 

call a taxi to take me downtown. I have many medical appointments downtown and would like to 

participate in more volunteer and part-time work, but the stress of not knowing i f  I can get to 

appointments or meetings on time has deterred me. 

The new schedule has also impacted my usage. My ability to get home via the bus has been greatly 

reduced as the #3 is no longer an option due to the extended time i t  takes on i t s  new route up to the 

Commons. I t  is painful and exhausting to sit on a bus for 45 minutes. The Maple Bay route, now my only 

option for getting home, has too many gaps of 2 and 3 hours between routes. 

One positive aspect about the new schedule is that I can get home on the #3from the Cowichan 

CenterILibrary - this could open many doors for me and I thank you for that. If I could be sure I could 

transfer from the #3 to one of the busses going down James St, on the way to the Centre, I would start 

utilizing this option. 

Regards, 

Gina Talbot 


