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Public transit is a Council and Calgary Regional Partnership (CRP) priority.
Currently, over 1,500 Cochrane residents commute to Calgary each week day. This
number will have significantly increased by 2018 when Cochrane is projected to have
grown to over 24,000 residents.
With new residents comes new property tax revenue to help pay for added
infrastructure costs from higher traffic volumes. The Transit Feasibility Study
completed in February 2011 concluded that peak hour intermunicipal and local transit
service is needed in Cochrane. A total of $27 million was included in the 2011 Capital
Budget for future transit service.
Cochrane’s goal is to achieve 37% overall cost recovery from its transit service by 2018
by introducing a fare system that will attract new customers to the proposed new
intermunicipal and local transit service. (The 2009 Canadian Urban Transit Association
or CUTA Public Transportation Fact Book shows average cost recovery for public transit
systems of 39% for populations less than 150,000.)
A monthly pass fare of $120 for the intermunicipal service (Cochrane to Crowfoot LRT)
is assumed. Once in Calgary, riders would purchase a Calgary Transit monthly pass for
$90. These proposed fares are the highest that should be charged for a new public
transit service in Cochrane given the existing highly competitive framework for transit
in Alberta.
Calgary Regional Partnership is currently working on a regional fare strategy that will
include seamless integration with Calgary Transit. More time is required to develop
this strategy and Cochrane would ideally introduce fares that are consistent with the
regional strategy and are conducive to mobility throughout the region.
There are several ways to phase in transit between 2012 and 2018. The CRP’s Regional
Transit Program Manager has assisted Administration in preparing four options for
Council to consider. A common goal in each phasing option is that intermunicipal and
local service will be operating during peak times by 2018.
Option 1 has Cochrane launch a peak hours’ intermunicipal and local service in 2014.
The interim period prior to launch would be used to complete comprehensive transit
planning and to investigate ways to improve cost recovery. The operating costs of
Option 1 could exceed $845,000 in 2015. However, with savings accumulated from
2012 to 2014, operating reserves would be available to phase in the financial impacts
of transit over the next six years.
Options 2-4 introduce differing levels of service in 2012 facilitated by the Town
purchasing trips from local contractors. Option 2 launches an intermunicipal and local
service in 2012. Option 3 launches an intermunicipal service only. Option 4 launches a
local service only. It should be noted, however, that by 2018, service delivery costs in
all four options are expected to exceed $775,000.
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The Province deferred a decision on the Town’s request for funding for a combined
transit/public works (Town Shop) facility; also, the funder does not consider any costs
related to the Shop as being eligible for GreenTRIP grants. If Council does not proceed
with building a transit garage, a new long-term solution will be required for the Town
Shop and another solution would be required for maintaining and storing buses.
Council could proceed by requiring a future contractor to provide the transit facility. A
contractor-supplied facility would eliminate the Town’s requirement for upfront capital
costs; however, contractor operating costs would be an estimated 10-20% higher to
recover their capital investment from the Town.
Administration recommends that a functional study on a combined transit/shop
facility be carried out; that remaining GreenTRIP and MSI capital grants be acquired;
that land be acquired; and that a combined transit/shop facility be built. This approach
results in more cost control for the Town over its facility and facilitates investments in
our long term infrastructure needs.
In 2011, Council adopted a ten-year financial strategy to implement transit and
numerous other priorities while sustaining affordable property taxes. Transit service
could be funded from property tax growth dollars alone, but a measured approach is
required to ensure that other Council priorities can also be supported.
A measured approach to transit includes
• Phasing the financial impacts of transit to require a portion of municipal
growth tax dollars in each of the next six years
• Completing important planning work currently in progress to support
future transit service
• Securing capital grants to fund all capital costs of transit
Once planning is complete, honing costs to a more finite position prior to
implementing any transit service.
Option 1 – 2014 Launch of Intermunicipal and Local Service – is the most measured
approach to transit. Administration recommends Council approve Transit Strategy
Option 1 during budget deliberations on November 18, 2011.
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1 . 0 F E A S I B I L I T Y O F T R A N S I T I N CO C H R A N E
There are currently over 1,500 commuters from Cochrane to Calgary each week day.
This number is expected to increase as Cochrane grows to over 24,000 residents
by 2018.
On February 14, 2011, Council received a Transit Feasibility Study, which concluded
that Cochrane is ready to introduce public transit. The feasibility study provided
details of a plan for both intermunicipal and local transit services and included
recommendations for
• service standards
• operating models
• fare strategy

• transit vehicle selection
• marketing strategies
• revenue and cost estimates

Approval for implementation of transit service was deferred until Council could be
presented with a transit strategy that would comprise a more measured approach
based on phasing in the financial impacts of transit between 2012 and 2018.
In its preparation of the transit options for Council to consider, Town of Cochrane staff
relied on the following transit experts:
• Calgary Regional Partnership (CRP) Regional Transit Program Manager
• Calgary Transit staff who prepared and presented the February 2011 Transit
Feasibility Study to Council
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2 .0 T R A N S I T P L A N N I N G I N T H E C A LG A R Y R E G I O N
Transit is key to enhancing growth and mobility within the Calgary Region. As such,
the Calgary Regional Partnership (CRP) has developed a comprehensive Regional
Transit Plan. This plan aims to strengthen the core of the transit network through the
introduction of intermunicipal transit services that will connect communities.
The Regional Transit Plan has the following objectives:
• Generate public awareness and support for regional and local transit by building
transit market share within a region made up of 15 CRP member municipalities.
• Promote transit culture.
• Connect communities by developing customer focused and integrated
express services between each of the member communities and also between
them and Calgary.
• Implement regional and local transit services.
• Develop transit supportive land use policies through the use of pro-active Transit
Oriented Development concepts to promote transit hubs and activity centres.
• Develop a branding strategy that is representative of the uniqueness of the Calgary
Region and CRP and has both a regional and local perspective.
In order to implement a regional and local transit system, individual transit feasibility
studies have commenced or have been completed to determine the level of readiness
from a local perspective.
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3 . 0 E X I S T I N G T R A N S I T S E R V I C E I N CO C H R A N E
The following existing transit service is available in Cochrane:
• Southland private service company offers peak hour, express commuter service
between Cochrane and downtown Calgary and includes limited local routing.
The fare is $240 per month.
• The not-for-profit Rocky View Regional Handi Bus Society provides reservationbased para-transit service.
• Private taxi companies in Cochrane accept bookings for residents eligible for the
FCSS taxi program.

existing transit
need for more
public transit

Although there is some transit service
in Cochrane, there remains a need for
public transit service for routes that
cannot necessarily cover the costs
through customer fares. Existing service
in Cochrane is not enough to achieve the
Cochrane Sustainability Plan (CSP) goals
or the goals of the CRP.
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3 .1 PA R T N E R S H I P O P P O R T U N I T I E S
Administration is exploring partnership opportunities for delivering public
transit service.
• The current private sector service supplier has shown an interest in having the
Town of Cochrane leverage this private express service to Calgary.
• Calgary Transit may be interested in bidding on future regional services.
• A representative of Rocky View Regional Handi Bus Society, which currently
provides para-transit service in Cochrane, is interested in bidding on a
local service.
Other private sector service suppliers will also have an opportunity to bid on
future contracts.
Private Sector

Calgary Transit

Non-profit Para-transit

By taking advantage of partnership opportunities, Cochrane could purchase service
from an existing service provider without immediately needing to have a full transit
infrastructure in place.
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4 . 0 N E E D F O R P U B L I C T R A N S I T I N CO C H R A N E
Appropriately funded, reliable, and widespread public transportation is increasingly
recognized by Canadians and their government as a central component of Canada’s
long-term economic, social, and environmental well-being.
Transit is a key priority under the Building Canada plan, which has a seven-year fund
totalling $8.8 billion to deliver results in three areas of national importance: a growing
economy, a clean environment, and strong and prosperous communities.
Other areas of government funding for transit include the Government of Canada’s
Public Transit Fund (PTF) and the Government of Alberta’s Green Transit Incentives
Program (GreenTRIP).
Transit implementation is a Council priority and a major part of the community-bsaed
Cochrane Sustainability Plan. Pathway 11 of the CSP states that “wherever you are
in Cochrane, you are close and connected.” Pathway 12 states that “there are diverse
options for getting around.”
The CSP has a target that by 2029, 50%
of Cochrane is within 400 m and/or a
5-minute walk of a transit stop.
This goal can only be achieved if
Cochrane begins planning for transit
now. The following section details
economic, social, and environmental
reasons for public transit in Cochrane.

400 m
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4 .1 E CO N O M I C R E A S O N S
• Transit serves as a tool in attracting new businesses to communities by providing
access to an expanded labour force.
Faced with a projected population growth of 5% per year, Cochrane cannot afford
to rely mainly on its residential tax base but must look to increase its commercial
tax base. Transit could assist with this.
• Transit promotes productivity.
Many Cochrane businesses rely on staff who commute daily between Calgary
and Cochrane. Maintenance issues and poor driving conditions during winter can
seriously impact these businesses if staff are unable to make the commute. Access
to public transit removes these limitations for employees.
• Transit can open up additional employment opportunities for
one-car families.
With a percentage of our workforce commuting into Calgary each day, a vehicle
that could be used by the partner remaining in Cochrane is unavailable and money
that could be used for other needs and opportunities is being spent on vehicle
maintenance, fuel, and parking fees.
• Transit plays a part in reducing the number of motor vehicle collisions on our
roads, reducing insurance costs and medical expenses.
A 2007 report by Transport Canada estimates that collisions cost Canada $62.7
billion each year, an estimate that represents about 4.9 per cent of Canada’s 2004
Gross Domestic Product (GDP).
• Transit also contributes to a reduction in traffic congestion and the lost time,
productivity, and returns that such congestion causes for both goods suppliers
and workers.
• Transit reduces the need to widen roads to increase vehicular capacity as well as
the cost to maintain those roads.
• Transit provides increased customers for retail businesses and increased visitors
for special events.
• Transit allows the emphasis in our community to continue to shift from roadways
that can accommodate heavy vehicular use to more pedestrian byways, bike
paths, and open spaces.
• Development of transit hubs and the implementation of transit oriented
development policies attract retail opportunities by providing a center of
activity with the possibility of more walk-by customers to enter establishments.
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4.2 SOCIAL REASONS
• Without a fair and equitable fare structure that takes into account everyone’s ability
to pay, a full cost recovery system is not accessible to all residents.
• Baby boomers and older currently make up 32% of Cochrane’s population. This
population segment does not wish to lose its independence but is also often
looking for alternative forms of transportation that can eliminate the need for and
expense of a car and for evening/night driving.
• Transit promotes independence for all age groups and income levels resulting in an
enhanced ability for our residents to attend appointments, school, and work, and
also to socialize.
• There are numerous health and wellness benefits from using transit or other forms
of transportation such as cycling.

4 . 3 E N V I R O N M E N TA L R E A S O N S
• A significant amount of regional air pollution comes from transportation activities
and results in a negative impact on environmental and human health. The CSP
sets out our commitment to reduced emissions and the improved well-being of
Cochranites. Transit is one way to act on that commitment.
• Transportation contributes heavily to greenhouse gas emissions, which also affect
environmental and human health.
• Reducing the number of vehicles on our roads and highways through a public
transit system has the added benefit of protecting our water systems, as the
pollutants from vehicle emissions enter our freshwater sources as runoff.
• Car culture has helped facilitate lower density development in suburbs and
surrounding countryside. By replacing car culture with transit culture, we encourage
higher density development and the economic and social as well as environmental
benefits that accompany it.
• People come to our region from around the world each year because of the
diversity of wildlife here. However, road accidents put our wildlife at risk. According
to the Wildlife Collision Prevention Program, there are 4-8 large animal vehicle
collisions every hour in Canada.
For the reasons listed above most public transit systems our size run at
approximately 39% cost recovery. (The 2009 Canadian Urban Transportation
Association’s Public Transportation Fact Book shows an average cost recovery of 39% for
populations less than 150,000).

39% cost
recovery
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4 .4 P U B L I C E N G A G E M E N T
Town of Cochrane residents have been engaged throughout the process of
determining the feasibility of transit in Cochrane. A public engagement process
will continue to be followed as per the guiding principles of the Town of Cochrane’s
community engagement policy.
Accessibility
Documentation relating to transit, including the transit feasibility study (phases 1 and
2) and a review of government policy on transit in Canada, are posted on a special
page on the Town of Cochrane website.
Accountability
Transit facts and figures have been diligently researched and compiled with the help
of transit experts.
Queries from the community have been responded to in a timely, consistent, and
open manner.
Communication
A Town Hall Budget Meeting will be held at the RancheHouse on Monday,
November 14, 2011, at 7:00 PM.
A communications strategy to further engage the broader community is being
developed by Administration and will adhere to the Town’s Public Engagement
Toolkit guidelines.
The Town has directly engaged the local media – the community’s chief source of
news – in the transit discussion, providing updates, press releases, and interviews.
Continuous Improvement
Administration is exploring ways to improve and extend our public engagement
process, including the use of more interactive forms of communication to solicit
regular, ongoing, two-way communication with our community as we move ahead.
Participation
The 2011 Budget included a comprehensive transit section.
On Saturday, May 29, 2010, an Open House on transit was held at Frank Wills
Memorial Hall. Fifty people attended, of which 32 participated in a survey. Of that 32,
24 said they were likely to use the transit service proposed in phase 1 of the transit
feasibility study.
Working groups on transit contributed to the community-led and community-owned
Cochrane Sustainability Plan, helping to develop pathways that refer to transit, in
particular Pathway 11 – Wherever you are in Cochrane, you’re close and connected –
and Pathway 12 – There are diverse options for getting around.
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5 . 0 CO S T R E CO V E R Y S T R AT E G Y F O R CO C H R A N E
PUBLIC TRANSIT
Cochrane’s feasibility study assumed that sales of monthly passes (priced similarly to
Southland’s current pass rate of $240 per month) would achieve 83% cost recovery
on intermunicipal trips. This assumption was based on Cochrane and other CRP
municipalities being the sole service providers.
To be competitive and to implement a fare system that will be accessible to all
residents, municipal and regional public transit systems must charge fares that are
lower than those of the private sector. The current private sector operator is expected
to continue its existing service in Cochrane, which caters to a clientele willing to pay a
premium for direct downtown Calgary service.
New bus modernization provincial regulations introduced in the summer of 2011
allow any private sector or public sector service supplier to introduce service, further
increasing the competitiveness of the transit market.
To establish itself in a growing transit market, Cochrane needs to charge lower
fares initially to gain ridership and ensure a viable service. The impacts of the fares
proposed in this strategy are that Cochrane’s cost recovery will be much lower than
what was estimated in the February 2011 Transit Feasibility Study.
Cochrane’s goal is that by the end of any proposed phasing option in 2018, we will
achieve 37% overall cost recovery on the full service.
Cochrane’s Cost Recovery Strategy –To achieve 37% overall cost recovery by 2018
by introducing a fare system that will attract new customers to the proposed new
intermunicipal and local transit service.
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CRP is working on a regional fare strategy that will include seamless integration with
Calgary Transit. More time is required to develop this strategy and Cochrane would
ideally introduce fares that are consistent with the regional strategy and are attractive
for mobility throughout the region.

5 .1 P R E L I M I N A R Y FA R E S T R U C T U R E
Sustainable service requires fares that strike a balance between cost recovery and
customer affordability. Rates that are too high deter from the attractiveness of the
service and reduce ridership. If rates are too low, the net operating cost increases.
Cochrane’s new intermunicipal service will travel from Cochrane to Crowfoot LRT
Station where riders may need to transfer to Calgary LRT and pay Calgary Transit’s
fare. In addition, a local service may be required to transport riders from Cochrane
neighborhoods to a downtown Cochrane transit terminal where they would connect
onto the Calgary-Crowfoot express bus. To attract riders to this new service, a
competitive fare must be charged.
The following sample of monthly and per trip fares shows large variances between
public and private sector fares:
•
•
•
•

Airdrie to downtown Calgary: $147 monthly pass or $3.68 per trip
Spruce Grove to downtown Edmonton: $125 monthly or $3.12 per trip
Fort Saskatchewan to Edmonton: $96 monthly pass or $2.40 per trip
Cochrane to downtown Calgary with Southland: $240 monthly pass or
$6.00 per trip

$

3.68
3.12
2.40

147.00

AIRDRIE TO DOWNTOWN CALGARY
SPRUCE GROVE TO DOWNTOWN EDMONTON
FORT SASKATCHEWAN TO EDMONTON

6.00

125.00

96.00

COCHRANE TO DOWNTOWN CALGARY WITH SOUTHLAND

The phasing options in this report assume that Cochrane’s total fares, including
connecting to Calgary Transit, are less than the fare for the Southland direct-todowntown-Calgary service.
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240.00

PRELIMINARY COCHRANE FARES
Fare Structure
(assumes 20 days
per month on passes)

Intermunicipal Calgary Transit fare Total fare to
(based on published
Express fare
Crowfoot
rates only)

Cochrane
Local fare

Cash per trip fare

$ 4.00

$ 2.75

$ 6.75

$ 2.00

Monthly pass per trip fare

$ 3.00

$ 2.03

$ 5.03

$ 1.42

$ 120.00

$ 90.00

$ 210.00

$ 30.00

Monthly pass

The above proposed fare structure sets the intermunicipal and local service monthly
pass at $120 per month. This pass will be very competitive and attractive as it allows
unlimited peak hour travel on the local and intermunicipal express services.
Customers needing to board a local bus to connect to the intermunicipal service to
Crowfoot LRT would have their local fare included in the $120 monthly pass. Once in
Calgary, customers would then require a Calgary Transit monthly pass, currently priced
at $90. The flow-through cost totals $210, which is $30 a month less than Southland’s
fare; however, it would allow for unlimited use on the local Cochrane Transit System
as well.
There would be a local fare for riders not connecting onto the Town’s intermunicipal
service. The fare for a local transit monthly pass is proposed at $30 per month. Airdrie
currently charges $60 per month and Calgary charges $90 per month. The low local
fare proposed is to attract ridership on local routes.
Additional focus group/public consultation is needed to develop a fare structure that
also incorporates social needs in Cochrane such as a senior/student transit pass.
A range of cost recoveries are possible using the preliminary fares detailed above. Our
greatest revenue generator (92% of total revenues expected) will be from recovering
the cost of operating the service through the fare box. One way to improve cost
recovery may be to raise fares, but the negative impact on ridership may exceed the
revenues achieved from higher fare rates.

5 . 2 I M P R O V I N G CO S T R E CO V E R Y
There are a number of strategies, outlined below, for improving the cost recovery of
Cochrane’s future transit service.
Building a transit culture to increase ridership
In order to maintain a sustainable and attractive transit service, Cochrane residents
need to champion a transit culture. Our community has been successful with
grassroots sustainability working teams such as Sustainable Partners Uniting Resources
(SPUR). By actively engaging with the public and working closely with our community
partners, the Town of Cochrane can better reach the target market for transit and build
a strong transit culture.
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Generating ancillary revenue
The following additional revenue sources could reduce future net operating costs:
•
•
•
•
•
•
•

bus shelter advertising
on-bus advertising
bus wraps
leasing of terminal space to other carriers
general advertising in the terminal
sale of Cochrane and Regional Transit merchandise and souvenirs
provision of charter services during off-peak hours and weekends

Improving Our Framework for Competitiveness
Recent provincial changes allow for more competition between transit services
and suppliers. Provincial Bus Modernization Deregulation allows for an Operating
Authority Certificate (OAC) to be issued to any regional transit service provider as
long as that provider has an origin and destination, buses that are safety certified, and
submits a Passenger Risk Mitigation Strategy along with its OAC application. These
new regulations are creating challenges for public transit service providers. Calgary
Regional Partnership is taking a proactive approach with Alberta Transportation to
address these challenges and concerns. By improving the framework for local and
regional transit, we improve our overall chances of success as a transit provider.
Competing for the same customers in the existing framework reduces the cost
effectiveness of both private and public sector transit services. The current framework
has a private operator driving local routes to pick up passengers destined for
downtown Calgary. Most municipalities do have transit protective corridor bylaws
enacted to reduce the competition for the same customer base. Municipalities spend
capital dollars for all transit infrastructure including bus zone concrete pads; contracts
for the provision and maintenance of transit shelters; bus stop poles and signage; bus
storage facilities; and transit terminals. They also spend money to market the service
and take customer enquiries.
There may be room for a niche customer base in Cochrane that does not duplicate
Town transit service through local neighborhoods. Transit oriented development
in Cochrane will increase the successful implementation of a new transit service
by providing a central terminal hub where local, regional, and coach carriers can
converge, thereby supporting a free flow of customers from one mode to another.
From an operational perspective, the smaller cutaway buses proposed for Cochrane’s
local service are better suited than coach-style buses for travel through local
neighborhoods. Accessibility into residential neighborhoods in Cochrane could be
restricted by bylaw to the local public transit service only.
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6 .0 F O U R O P T I O N S F O R P H A S I N G P U B L I C T R A N S I T
I N CO C H R A N E
A common goal in any phasing option is for intermunicipal and local service to be
operating during peak times by 2018.
There are several ways to phase in transit between 2012 and 2018. The CRP’s Regional
Transit Program Manager has prepared four options for Cochrane Council to consider.
Option 1
Delays service launch until fall 2014 when transit planning has been completed and all
capital grants have been secured.
Options 2 to 4
Offer differing levels of transit service in fall 2012 through the purchase of service
hours from a private contractor.
There are common assumptions used in all four options. Each option also includes
a description of service, implementation strategy, additional unique assumptions,
financial implications, and pros/cons for consideration.
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6 .1 A S S U M P T I O N S S H A R E D B Y A L L F O U R O P T I O N S
• Cochrane’s population grows to 24,000 by 2018 (projection at 5% at last census
and assumes 5% growth per year).
• A minimum of $30,000 startup marketing/communication budget is required to
build a transit culture.
• A minimum of $20,000 per year is needed in successive years to maintain transit
culture and run promotional campaigns.
• The February 2011 Transit Feasibility Study estimated 1,500 to 2,000 commuters
during peak periods and that 3,900 of those commuters would be employed
outside Cochrane.
• Transit service will attract 14% of commuters in startup
(1,500 times 14% equals 210 commuters).
• Transit service will attract 20% of commuters by 2018
(1,500 times 20% equals 300 commuters).
• September launch: month with the highest ridership potential.
• The entire six-year strategy will be implemented by the development of an annual
service plan based on this detailed transit strategy to offer flexibility in responding
to changing environmental and economic conditions.
• All-day weekday service will not be introduced until 2019; however, it is
recommended that the ridership and demand for all-day service be monitored.
• If all-day service is warranted sooner, it should be reflected in the annual
service plan.
• Cochrane will RFP for private sector bids on providing the public transit service.

6 .2 L AU N C H P E A K H O U R S’ I N T E R M U N I C I PA L A N D LO C A L
S E R V I C E I N 2014 – O P T I O N 1
OPTION 1 STRATEGY
September 2014 launch of peak hours’ intermunicipal and local transit service.
DESCRIPTION OF SERVICE
• Local and intermunicipal express will operate during the AM and PM
peak hours only.
• Actual scheduled times will be determined by the busiest peak time demand.
• Service in 2014 will consist of three intermunicipal express-type buses with a
30-minute service frequency.
• Local transit service will be implemented using two buses with a 30-minute
frequency on one route.
• In 2015, the second local route will be implemented using one bus with a
30-minute frequency.
• By 2018, an all-day service will be implemented on the local service.
• Target market on the local service during peak hours will be mainly commuters,
university students, and residents who need to be in Calgary for medical
appointments, social engagements, shopping, etc.
• The intermunicipal monthly pass is assumed to include transfers from the local
Cochrane service to the intermunicipal service.
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IMPLEMENTATION STRATEGY
• The overall strategy is to implement transit service in 2014 so that all of the preimplementation planning work can be completed to ensure a successful launch of
the new service.
• Years 2012 and 2013 will be used to work with the CRP to complete transit oriented
development planning, regional branding and marketing, and to implement
Cochrane’s plan to encourage a transit culture.
• Select location for transit terminal and acquire land (2012).
• A transit operating reserve will accumulate sufficient dollars from 2012 to 2014 to
help mitigate the full-year financial impact of transit startup in 2015.
• Planning for transit infrastructure must be completed to support a full transit
service and a successful launch.
• Order buses in early 2012 and take delivery of buses for fall 2014 startup.
• Other CRP work plan priorities that will support regional and local transit
implementation will be completed (public/private contractual framework and a
regional fare strategy).
• An RFP will be completed in early 2014 for service providers to bid on operating,
maintaining, and storing (transitional) Cochrane buses.
• Evaluation will be done of the potential for local route restrictions and use of transit
hub facilities.
• Determine the location of bus stops.
• A functional plan will be prepared for the combined transit/shop facility and
submitted to the Province for GreenTRIP grant approval.
• Land will be acquired and the facility built.
• Service will be implemented in September 2014 when people tend to establish
their commuting patterns. September is a peak ridership month as students are
back in school and holiday periods have ended.
ADDITIONAL ASSUMPTIONS UNIQUE TO OPTION 1
• Lower cost recovery is expected for the one-year startup period.
• Ridership startup with own buses is estimated at 20 passengers per trip in peak
direction and four passengers in reverse flow.
• There will be at least 406 intermunicipal express riders per day
(203 take return trips daily).
• Ridership is estimated to go up to 35 rides per trip in peak direction or up to 690
rides per day by 2018.
• Local transit ridership at startup is based on a total of 28 trips carrying four
passengers per trip for a total of 112 passengers per day and will rise to 180 rides
per day by 2018.
• Local service with our own buses will replicate the proposed routing in the
feasibility study.
• There will be 18 peak direction trips to and from Calgary in the AM and PM rush
hours.
• There will be 15 trips in the reverse flow non-peak direction trips.
• Service cost per hour with our own buses will be approximately $100 per hour for
intermunicipal express and approximately $120 per hour if Cochrane has its own
buses but the private sector has to store those buses; for local service the service
cost per hour is estimated at $65 per hour.
• An assumption is made that the cost to provide the service will go up after four
years of operations.
TOWN OF COCHRANE

TRANSIT REPORT

15

OCTOBER 2011

FINANCIAL IMPLICATIONS
• With lower cost recovery expected at startup, a full-year net cost of transit is
estimated to be $845,000 in 2015.
• This cost would be mitigated by drawing on transit operating reserves established
from 2012 to 2014.
• Overall 26% fare recovery in 2014 and 2015
(40% for intermunicipal express and 12% for local service).
• Overall 31% fare recovery assumed in 2016 and 2017.
• Overall 37% fare recovery goal in 2018
(55% for intermunicipal express and 18% for local service).

Option 1
Launch
Intermunicipal
and Local
Service in 2014

Transit
Operating
Reserve
Contribution
to phase
in financial
impacts

2012

$85,000

2013

$215,000

2014

$250,000

2014
(Sept launch)
2015

26% fare
recovery
assumed net
cost of transit
service

OCTOBER 2011

Can withdraw
from transit
operating
reserve to
mitigate
startup impact

$845,016

2016

$779,016

2017

$841,171

TOWN OF COCHRANE

37% fare
recovery
assumed net
cost of transit
service

$273,339

2018
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31% fare
recovery
assumed net
cost of transit
service

$775,540

TRANSIT REPORT

PROS AND CONS OF OPTION 1
Pros

Cons

• Pre-implementation planning work now
in progress would be completed before
launching public transit service in Cochrane.
• Service is more attractive to potential riders.
• Can set aside operational funds in annual
budgets to phase in financial impacts over six
years.
• Cochrane service is more attractive for private
sector to bid on if it includes intermunicipal
and local service.
• Allows more time to promote transit culture
regionally and locally.
• Economies of scale: buying buses, shelters,
signage.
• Owning own transit infrastructure lowers
operating costs paid to contractor.
• Can take advantage of Provincial grant
funding to cover capital costs.
• Alberta Transportation recently announced
major capital works on Highway 1A and
22 over the next three years. The current
Highway 1A twinning project will be
extended down the hill to Highway 22. The
intersection at Highway 22 will be improved
including a wider bridge deck that will
provide an extra lane in each direction. This
highway work along with Centre Avenue
construction will likely result in significant
traffic disruptions. There is less risk of this
impacting transit if Cochrane’s service starts
in 2014.

• Implementation in 2014
may be perceived as moving
too slowly to offer a needed
service.
• Frequency of peak hour
service may not be sufficient
for some customers.
• No all-day local service for
seniors/social needs.
• Private sector may have to
store buses at additional
cost to Town.
• Town’s 1/3 capital contribution
requires $9 million of MSI
capital grants which are
then not available for other
priorities.
• Ridership may be impacted
by the travel time involved
in transferring from local to
intermunicipal to LRT service.
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6 . 3 L AU N C H L I M I T E D I N T E R M U N I C I PA L A N D LO C A L S E R V I C E
I N 2012 – O P T I O N 2
OPTION 2 STRATEGY
Introduce intermunicipal and local transit service without having our own buses
and facilities in place by buying service from the current private sector service
supplier (step-up motor coaches for intermunicipal service).
DESCRIPTION OF SERVICE
• Purchase of local and intermunicipal express service from the current private sector
service supplier for three years until the storage facility and transit terminal are
ready and new buses have been ordered and delivered for 2015.
• Service for the intermuncipal express between Calgary and Cochrane will be
bought in a minimum of three-hour chunks as per the minimum requirements for
the private sector service supplier.
• Target market on the local service during the rush hours will be mainly commuters,
university students, and residents who need to be in Calgary for medical, social,
shopping or other reasons.
IMPLEMENTATION STRATEGY
• Purchase service from the current private sector service supplier in three-hour
chunks as per their rules and regulations.
• Opportunity to promote transit culture through a limited intermunicipal and local
service.
• Build a relationship with the private sector service provider, which then gives
Cochrane and the CRP time to acquire lands and build the facilities needed for
transit infrastructure for the full transit launch in 2015.
• Gain time to order buses and put some service out sooner (by September 2012).
• 2012 and 2013: complete transit supported development planning and regional
branding and marketing as well as developing and implementing a local marketing
plan.
• Other CRP work plan priorities that will support regional and local transit
implementation will be completed (public/private contractual framework and
regional fare strategy).
• RFP for private service providers to bid on operating, maintaining, and storing
(transitional) buses.
• Gives option of letting the private sector store our buses if Town transit facility isn’t
ready.
• Determine location of bus stops and transit terminal.
• Prepare functional plan for storage facility and submit to the Province to secure
GreenTRIP capital grant for combined transit/shop facility.
• Build combined transit /shop facility.
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UNIQUE ADDITIONAL ASSUMPTIONS USED
• Startup ridership is based on buying limited service from the current private sector
service provider.
• Ridership is estimated at 20 passengers in peak direction and four in reverse flow
direction for three years.
• Cost is assumed to be $120 per service hour to buy service from the private sector
service supplier who will provide and maintain the buses and provide operators.
• Cost for the intermunicipal express is estimated at $100 per hour and $65 per
service hour for the local service when Cochrane takes delivery of its own buses and
implements service in 2015.
FINANCIAL IMPLICATIONS
Option 2
Launch Limited
Intermunicipal
and Local
Service in 2012

26% fare
recovery
assumed net
cost of service

2012
(Sept launch)

$181,261

2013

$513,265

2014

$528,265

2015

$661,451

2016

$845,016

2017

31% fare
recovery
assumed net
cost of service

37% fare
recovery
assumed net
cost of service

$841,016

2018

$775,540

PROS AND CONS OF OPTION 2
Pros

Cons

• Implementation
in 2012 may be
perceived as offering
a needed service in
a timely manner.
• Can launch service
without having
to buy and take
delivery of buses.
• Build relationship
with private sector.
• Can take advantage
of provincial grant
funding to cover
capital costs.

• 2012 Draft Operating Budget has $85,000, which would have
to be increased to $181,261 to cover the costs of a September
2012 launch.
• Pre-implementation planning work now in progress would
not be completed before launching public transit service in
Cochrane.
• Does not allow enough time to promote transit culture
regionally and locally.
• Frequency of peak hour service may not be sufficient for
some customers.
• No all-day local service for seniors/social needs.
• Private sector would have to provide and store buses initially
at additional cost to the Town.
• Coach-style buses use wheelchair lifts rather than ramps
which is less desirable.
• Town’s 1/3 capital contribution requires $9 million of MSI
capital grants which are then not available for other priorities.
• Limited peak hour service.
TOWN OF COCHRANE
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6 .4 L AU N C H L I M I T E D I N T E R M U N I C I PA L S E R V I C E
O N LY I N 2012 – O P T I O N 3
OPTION 3 STRATEGY
Purchase intermunicipal express service from the current private sector service
provider for three years until 2015 when buses have been ordered and delivered
to support full local and intermunicipal express service launch.
DESCRIPTION OF SERVICE
• Purchase three-hour chunks of service during the morning and afternoon peak
hours as per the provisions stated by the current private sector service provider.
IMPLEMENTATION STRATEGY
• 2012 and 2013: complete transit supported development planning and regional
branding and marketing, as well as developing and implementing a local
marketing plan.
• Other CRP work plan priorities that will support regional and local transit
implementation will be completed (public/private contractual framework and a
regional fare strategy).
• RFP for service providers to bid on operating, maintaining, and possibly storing
(transitional) Cochrane buses.
• Prepare functional plan for storage facility and submit to Province to secure
GreenTRIP capital grant for combined transit/shop facility.
• Order and take delivery of buses.
• Full-service implementation in September 2015 – month with highest ridership.
• Phase in service over time which lessens the operational cost.
UNIQUE ADDITIONAL ASSUMPTIONS USED
• Startup ridership is based on buying a limited amount of service:
approximately 20 passengers per trip in peak direction and approximately
four in reverse flow direction.
• Established service ridership in 2018– intermunicipal ridership of 35 rides per trip
in peak direction and approximately four in reverse flow direction by 2018; local
ridership: approximately 10 in peak direction and four in reverse flow direction.
• Cost per service hour to buy service from the current private sector service supplier
is $120 per intermunicipal service hour and $65 per service hour for the local
service.
• Cost per service hour estimated to be $100 per hour with own buses for
intermunicipal express service and $65 per hour for the local service, with the
assumption of increases by 2017.
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FINANCIAL IMPLICATIONS
Option 3
Launch Limited
Intermunicipal
Only in 2012

25% fare
recovery
assumed net
cost of service

2012
(Sept launch)

$123,432

2013

$340,296

2014

$345,296

2015

$546,139

2016

$845,016

2017

31% fare
recovery
assumed net
cost of service

37% fare
recovery
assumed net
cost of service

$841,171

2018

$775,540

PROS AND CONS OF OPTION 3
Pros

Cons

• Implementation in 2012
may be perceived as
offering a needed service
in a timely manner.
• Can launch service
without have to buy and
take delivery of buses.
• Build relationship with
private sector.
• Can take advantage of
provincial grant funding
to cover capital costs.

• 2012 Draft Operating Budget has $85,000, which
would have to be increased to $123,432 to cover
the cost of a September 2012 launch.
• Pre-implementation planning work now in
progress would not be completed before
launching public transit service in Cochrane.
• Does not allow enough time to promote transit
culture regionally and locally.
• Frequency of peak hour service may not be
sufficient for some customers.
• No local service reduces attractiveness of
overall service.
• Private sector would have to provide and store
buses initially at additional cost to the Town.
• Coach-style buses use wheelchair lifts rather
than ramps which is less desirable.
• Town’s 1/3 capital contribution requires $9
million of MSI capital grants which are then not
available for other priorities.
• Limited peak hour service may reduce ridership.
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6 .5 L AU N C H LO C A L S E R V I C E O N LY I N 2012 – O P T I O N 4
OPTION 4 STRATEGY
Purchase local transit service only until 2014 when intermunicipal express
service will be launched using our own buses.
DESCRIPTION OF SERVICE
• Purchase local service in three-hour chunks to provide an all-day service which
is more attractive especially with the implementation of local service only for a
few years.
• Provide one route all day for 12 hours using one bus and six hours of service for the
other bus to provide 30-minute peak hour frequency and hourly midday service.
• Implement full local service on two routes in 2015.
• Purchase service from one of two interested service providers: Southland and
Rocky View Regional Handi Bus Society.
IMPLEMENTATION STRATEGY
• Determine location of transit terminal and locate and build a storage facility.
• Establish a local level service, which is a lot cheaper to provide until 2014 when new
buses will be delivered.
• Have the private sector service supplier store the buses until own garage facility
can be built.
UNIQUE ADDITIONAL ASSUMPTIONS USED
• Startup ridership will be very low with local service: approximately four riders
per trip.
• No transfer possibilities since the intermunicipal express service will be provided
by Southland.
• All-day service in three-hour chunks equalling 12 hours per bus is included
• in the cost.
• Annualized cost of local all-day service is included with own buses by 2015 and
carried through to 2018, which results in higher costs than the other options.
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FINANCIAL IMPLICATIONS
Option 4
Launch Local
Service in
2012

25% fare
recovery
assumed net
cost of transit
service

2012 (Sept
launch)

$130,313

2013

$360,938

2014

$593,018

2015

$1,097,693

2016

$1,097,693

2017

31% fare
recovery
assumed net
cost of transit
service

37% fare
recovery
assumed net
cost of transit
service

$1,113,285

2018

$1,028,100

PROS AND CONS OF OPTION 4
Pros

Cons

• Implementation in 2012
may be perceived as
offering local transit
service in a timely manner.
• Can launch service
without have to buy and
take delivery of buses.
• Build relationship with
private sector.
• Can take advantage of
provincial grant funding
to cover capital costs.

• 2012 Draft Operating Budget has $85,000, which
would have to be increased to $130,313 to cover
the costs of a September 2012 launch.
• Operating budget impacts exceed $1 million,
which would be more challenging to fund than
the other options presented.
• Pre-implementation planning work now in
progress would not be completed before
launching public transit service in Cochrane.
• Does not allow enough time to promote transit
culture regionally and locally.
• Absence of peak hour Crowfoot service in launch
year may reduce attractiveness of overall service.
• Private sector would have to provide and store
buses initially at additional cost to the Town.
• Coach-style buses use wheelchair lifts rather than
ramps which is less desirable.
• Town’s 1/3 capital contribution requires $9 million
of MSI capital grants which are then not available
for other priorities.
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7
7 .0 F U N D I N G P U B L I C T R A N S I T I N CO C H R A N E

7 .1 M U N I C I PA L P R O P E R T Y TA X I M PA C T S
The 2012 Draft Operating Budget includes $670,000 in estimated new municipal
property tax revenue from 4.5% growth. At this time, provincial operating grants are
not available for transit.
Cochrane will continue advocating with Alberta Urban Municipalities Association
(AUMA) and the Federation of Canadian Municipalities (FCM) for federal/provincial
transit operating grants to support our transit initiatives.
Transit service could be funded from growth dollars alone, but a measured approach
is required to ensure that other Council priorities can also be supported. Council
adopted a ten-year financial strategy to implement transit and numerous other
priorities while sustaining affordable property taxes.
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7 .2 G R E E N T R I P G R A N T S
The 2011 Capital Budget includes $27 million for capital costs to implement transit
service in Cochrane. In August 2011, the Province approved $9,180,000 in capital
costs for GreenTRIP grant funding. The Town has to fund $3,040,000 or 1/3 of total
capital costs.
•
•
•
•

$4,769,000 approved to design and build a transit terminal
$3,600,000 approved to purchase four double-decker buses
$640,000 approved to purchase four cutaway buses
$171,000 approved for a functional plan for a combined transit/shop facility
$4,769,000
$3,600,000
$640,000
$171,000

+

$0

$9,180,000

$27,000,000

Capital grants for a combined transit/shop facility are not yet approved. A combined
transit/shop facility is estimated to cost $18-$21 million, including land acquisition.

7 .3 M U N I C I PA L S U S TA I N A B I L I T Y ( M S I ) G R A N T S
Cochrane’s 2011 MSI Capital grant would cover the Town’s 1/3 of GreenTRIP funding
approved to date. To build a combined transit/shop facility, another $6 million in future
MSI Capital grants is required, as anticipated in the Town’s Ten Year Financial Strategy.

TOWN OF COCHRANE

TRANSIT REPORT

25

OCTOBER 2011

7 .4 T R A N S I T FA C I L I T Y O P T I O N S
The Province deferred a decision on the Town’s request to fund the combined
transit/shop facility. The funder will not include any costs related to the shop in its
GreenTRIP grants.
The background on the Town Shop is as follows:
• Council had approved $3.3 million in 2009 to build a new Town Shop; $1.5 million
with MSI Capital grant and $1.8 million to be debentured.
• Due to the GreenTRIP grant opportunity, the Town Shop project was delayed
because of potential efficiencies to be gained in combining the two facilities.
• The existing Town Shop does not meet operational needs and further delay was
detrimental to operational needs.
• Council approved using $1.5 million MSI to build a short-term solution for the Town
Shop while exploring a future facility that combines the shop with a transit garage/
maintenance facility.
• The funder approved $171,000 to complete a functional plan for the combined
transit/shop facility. The results would refine the requirements for the facility so that
the funder can assess eligible GreenTRIP costs and award the grant at that time.
If Council does not proceed with building a transit facility, a new long-term solution
will be required for the Town Shop and another solution will then be required for
maintaining and storing buses.
Council could proceed with requiring a future contractor to provide the transit facility.
A contractor-supplied facility would eliminate the Town’s requirement for upfront
capital costs. However, contractor operating costs would be an estimated 10-20%
higher to recover their capital investment from the Town.
The Transit Strategy assumes that Administration completes the functional study,
secures the remaining GreenTRIP and MSI capital grants, acquires the land, and builds
a combined transit/shop facility. This strategy results in more cost control over our
facility and our long-term infrastructure needs.
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8
8 . 0 R E CO M M E N D AT I O N
Administration recommends launching peak-hour intermunicipal and local service
in 2014 (Option 1).
Operating costs of Option 1 could exceed $845,000 in 2015. With savings
accumulated from 2012 to 2014, operating reserves would be available to phase in
the financial impacts of transit over the next six years. Administration can use 2012
to 2014 to complete comprehensive planning, secure grants, and explore ways to
improve cost recovery.

option 1
option 2
option 3
option 4
TOWN OF COCHRANE
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