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Transit in many communities across Canada has become a cornerstone to the
transportation system. It is an integral component intended to deliver on many
other aspirations of what makes ‘sustainable communities.’ A well-positioned
transit system will do more than provide attractive transportation choices that
connect people with other modes and key areas. An attractive and integrated
transit system will shape land use patterns that create complete communities and
create seamless connections between municipalities of the Region. Where there
is less dependence on driving and attractive inter-municipal transit services can
be provided, the need to drive is reduced and emissions are minimized thereby
increasing quality of life and overall sustainability for our cities. A sustainable
inter-municipal transit network system will support the diverse social needs of
evolving communities in the Capital Region and is vital in terms of enhancing the
prospects for economic, social and environmental success. The Capital Regional
(Growth Plan: Growing Forward) defines the shared aspirations among the
Capital Region’s municipalities - these are integral to the directions contained in
the Inter-municipal Transit Network Plan.
Throughout Canada, there are various forms of transit governance. In most
cases, these are often reflective of the historical context of where communities
have been as well as the governance structures that are in place as they build a
common platform to move into the future together. In some areas of the country
such as the Capital Region, individual municipal systems have been in operation
for many years, providing service within and between communities. Each of
these agencies typically plan, fund, manage, market and deliver the operation of
the system and provide all customer support services. These agencies report to
local councils or committees of and have common objectives, but independent
interests. The Capital Region Board wants to better understand the effectiveness
and limitations of the current governance model in shaping the inter-municipal
transit network, and to potentially explore other models as appropriate.
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d

A number of lessons have been learned and best practices developed through
the establishment of agencies, commissions and authorities for regional transit in
Western Canada and in other parts of the country. Regional systems of various
forms exist throughout Canada as either single entities or through a cooperative
governance structure with varying combinations of representation and
responsibilities. In the regional systems of Ontario, commissions were often used
to govern all aspects of the transit service with representation from regionally
elected representatives. In the case of British Columbia, regional transit agencies
outside Vancouver are represented by elected municipal interests assigned by
individual and participating municipalities. These regional agencies may be made
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up of all of, part of, or more than one municipality (representing the elected
interests of many municipalities and unincorporated areas) and take on many of
the same responsibilities noted for the municipal systems. However, they offer
mechanisms for providing services in larger areas and across multiple municipal
boundaries. Decisions about fares, routes and service levels are typically made
by the commission or committee made up of elected representatives.
Recognizing the importance of transit to the land use, environmental and
economic development aspirations of many urban centres and regional
metropolitan areas across the country, the important role of provincial
governments is growing and, it can be argued, should grow further beyond
merely providing support for capital intensive projects such as rail and bus rapid
transit projects. In many cases, transit sections have been established
provincially to address the growing inter-municipal challenge by planning transit
facilities on provincial highways and providing funding for major projects and
investments. The recommendation for greater provincial involvement in transit
matters is noted in the Capital Region’s Inter-municipal Transit Network Plan.
Growing calls for greater provincial involvement such as this are becoming more
commonplace across the country.
In an effort to achieve these local aspirations in growing urbanized areas of
Canada, no single model of transit governance has proven to be more effective
than another. However, there are attributes to these and other governance
structures that have been designed to suit not only the challenges of the region,
but also the willingness of municipal partners to work together. The Capital
Region Transit Committee and the Capital Region Board recognize that an
evolutionary model needs to exist – from the current multi-system model, to a
hybrid regional model and then potentially to a regional service structure. In other
words, the structures that are in place today will only take the region so far
toward its goals and aspirations and that other governance and funding models
need to evolve over time. Another way to state this is that the needs of transit
customers and communities in the Capital Region will change over time and the
governance and funding structures must evolve to support their needs. The first
step in this evolution is a concerted plan to move the Capital Region forward from
the status quo approach to governance to a governance model which is in
alignment with that approved by the Province of Alberta in the Inter-municipal
Transit Network Plan.
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The Inter-municipal Transit Governance Study and Implementation Plan is
needed to support the implementation of the recommended governance model
identified in the Inter-municipal Transit Network Plan of 2009. The primary
objective of this work as outlined by the Capital Region Board’s Transit
Committee is to review the existing situation with respect to governance of intermunicipal transit and to develop a strategy for advancing the implementation of
the approved model. The secondary objective of the review is to understand and
outline the potential opportunities, risks, challenges and limitations that may lie
ahead for the approved governance model. Although the intent of the review was
not to revisit the recommended model for governing inter-municipal transit, the
limitations of the Transit Committee model became apparent through the process
and other governance models were then explored in further detail.

1
Start-up

2
Existing Governance Model
Assessment

3183.0001.01
3

The process for examining the current and
recommended governance model for intermunicipal transit as well as alternative
governance frameworks is separated into six
phases as illustrated and outlined below.
Phase 1 – Project Start-up provides an
introduction to the background to the study and
current governance models for planning and
delivering inter-municipal transit.

Assessment of Approved
Governance Model

4
Comparing with Other Governance
Models

5
Governance Model Refinement &
Implementation

6
Documentation
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Phase 2 – Existing Governance Model
Assessment that includes a scan of the current
governance model with respect to the delivery
and organization of inter-municipal transit
services and facilities.
Phase 3 – Assessment of Approved
Governance Model examines the extent to
which the proposed model – Transit Committee
– is being implemented and identification of
what factors are affecting implementation of the
Plan.

Phase 4 – Comparing with Other Governance Models includes a review
of other models in order to overcome the obstacles to advancing the Intermunicipal Transit Network Plan recommendations faced by the Transit
Committee.
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a process to advance key activities to implement the recommended
governance structure, including identifying opportunities, risks, challenges
and limitations.
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Phase 6 – Documentation provides a comprehensive overview of the
process and key findings to arrive at a recommended governance model
for inter-municipal transit in the Capital Region.
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Existing Inter-municipal Services & Facilities
Inter-municipal transit as defined in the Transit Network Plan and 30 Year Transit
Service Plan generally includes all transit services and facilities that support
travel between municipalities in the Capital Region. Today, the inter-municipal
transit network includes those services and facilities illustrated in Figure 2.1 and
briefly described below:
Figure 2.1 - Existing Inter-municipal Transit Network

Interim Report to the
Transit Committee
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Source: Capital Region Inter-municipal Transit Network Plan
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Inter-municipal bus services provide approximately 150,000 hours of
service between several municipalities within the Capital Region as
highlighted below.
o Edmonton Transit is contracted to provide services to Garrison,
Spruce Grove, Fort Saskatchewan, CFB Edmonton (Garrison)
and Leduc and Leduc County and will soon be providing services
for the Airport.
o Strathcona Transit provides services between Sherwood Park
and downtown Edmonton and the University of Alberta.
o

St. Albert provides services into downtown Edmonton, the
University of Alberta and West Edmonton mall.
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All light rail transit which consists of over 15 km of service extending
between Clareview Station in the northeast and Century Park with
approximately 70 light rail cars.



A proportion of the facilities required to support the inter-municipal
fleet including garages and maintenance facilities provided by each of
the transit operators.



Park-and-ride lots and transit centres generally function as intermodal
facilities to support the flow of inter-municipal passengers between
private cars, buses, LRT and vanpools. These facilities are designed
adjacent to regional roads and highways to serve residents from multiple
jurisdictions.



Transit priority corridors that facilitate the movement of inter-municipal
buses and include provincial highways as well as primary arterial roads.



Initiatives that facilitate regional transit operations including but not
limited to information services, smart buses, smartcards or a regional
control centre

Current & Potential Inter-municipal Initiatives
3183.0001.01
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Today, transit agencies in the Capital Region are already working collaboratively
on the planning and delivery of inter-municipal transit services where there is a
mutual need and priority. While most initiatives are occurring through one-to-one
arrangements and agreements – typically between Edmonton and another
municipality – some initiatives involve all three operators and other parts of the
region through the Capital Region Board.
Table 2.1 below provides an overview of the current items being addressed
through both formal and informal agreements between two or more municipalities
of the Region, as well as the potential areas of discussion that may be advanced
in coming years. Although the range of matters being addressed are not a
complete reflection of what each of the three operators needs to deal with to
plan, deliver and maintain transit services, it underscores the operational
capacity and experience within the Region to deliver conventional and
specialized transit services. The overarching and obvious challenge to be
considered in building a stronger inter-municipal transit system for the future of
the Capital Region is how some of these informal and one-to-one agreements
scale up to plan and deliver a larger inter-municipal transit system across the
Region.
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Table 2.1 - Current and Potential Practices for Inter-municipal Transit
Current Practices
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Intermunicipal
Bus
Service

LRT
Support
Facilities

•

•

•
•
•
•

Interim Report to the
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•
•
•
•
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•
•
•
Transit
Equipment

•
•

Other
Initiatives

•
•
•
•
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•

Potential Initiatives

ETS providing weekday peak period service
for Fort Saskatchewan, Spruce Grove, Leduc
& Leduc County
ETS provides weekday peak period &
weekend service from Edmonton Garrison to
Eaux Claires TC (shared with Sturgeon)
ETS partnership with Airport on 3 year pilot
Coordinated planning for NW LRT

•

Fare reciprocity agreements between three
systems
U-PASS cost & revenue agreement with
three systems and major educational
institutions
SC agreement with COE for use of bus stops
& City streets
Coordinating service schedules
SA regional park n ride site (NW LRT)
SA buses share use of COE transit priority
systems
P&R lots on TUC lands
SA work with COE on Transit Centre (NAIT)
SA and SC agreements with COE for use of
bus stops and city streets
ETS collaborating with others on Smart Bus
initiative
COE support for SC for double decker bus
pilot

•

Some coordinated planning between three
systems (i.e. services & LRT expansion)
ETS DATS administrative services to LATS
Reciprocal agreement between SCAT and
DAT customers
Three systems share information on detours,
disruptions & large events
Support for emergencies on buses &
accidents

•

•

•

•

•

Expanding ETS
DATS to other
communities
Assessment of who
is best to provide
service in Region
Advocacy for LRT
expansion
Joint procurement for
producing transit
passes
Fare system review
by COE & CRB

Spare parts &
materials through
joint contracts
Diesel fuel purchase
in bulk
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The Inter-municipal Transit Network Plan outlines the long-term expansion of
bus, LRT, park-and-ride and other transit facilities and programs in the Capital
Region as illustrated in Figure 2.2 and summarized below. The long-term intermunicipal transit network was designed to provide transportation choice to
residents and visitors of the Capital Region through an attractive transit system
between communities – one that is seamless, fast, reliable, safe, efficient,
affordable, convenient, comfortable and inter-modally connected.
Figure 2.2 - Long-term Inter-municipal Transit Network Plan
(Moderate Funding Scenario)

Interim Report to the
Transit Committee
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Source: Capital Region Inter-municipal Transit Network Plan

It should be noted that the moderate funding scenario is highlighted to simply
illustrate the significant expansion of inter-municipal transit services and facilities
planned for the Capital Region. In this regard, there is an expectation that the
higher funding scenario network would eventually be implemented. Those longterm transit investments included in the moderate funding scenario are briefly
highlighted below.
November 2012



LRT extensions southeast from downtown to Mill Woods, west to Lewis
Estates, northeast to Gorman, south to Heritage Valley and north to
NAIT (under construction and opening in 2012) at a capital cost of over
$6.7 Billion.
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Regional bus service expansions for Strathcona, St. Albert, Leduc
County/City, Fort Saskatchewan, Spruce Grove (extension to Parkland
Village) as well as new services between Morinville and St Albert,
Edmonton and Acheson Industrial/Spruce Grove/Stony Plain, Beaumont
and Century Park with a capital cost in excess of $90 Million.



Lifeline bus service between Devon and Edmonton,
Gibbons/Redwater/Bon Accord to Edmonton, Sturgeon/Nanaimo to St
Albert, Lamont/Bruderheim and Fort Saskatchewan and Calmar and
Leduc at a capital cost of $4 Million.



Support facilities and programs that strengthen the priority corridor
between Strathcona and Edmonton (98 Avenue) as well as treatments to
St. Albert, transit centre and park-and-ride lot expansion and provision in
Strathcona, St. Albert (north & south), Fort Saskatchewan, Leduc
City/County, Stony Plain and Spruce Grove as well as other regional
initiatives including integrated information services, Smart Bus, Smart
Fare Cards, and a unified regional control centre for operators as well as
park-and-ride lots in Beaumont for a total capital cost of approximately
$180 Million.

As part of the Governance Study, discussions with municipal representatives
throughout much of the region indicated that the Inter-municipal Transit Network
Plan directions and aspirations are still consistent with local expectations and
relevant for the purpose of examining the effectiveness of current or alternative
governance models. It should also be recognized that the expanded transit
services contained in the moderate and high funding scenarios include new and
expanded inter-municipal bus services to all Priority Growth Areas (PGAs) as
included in the Capital Region Growth Plan: Growing Forward. These
communities include the City of Edmonton, City of Leduc, Leduc County,
Sturgeon County, Stony Plain, Strathcona County, Fort Saskatchewan, Spruce
Grove, Parkland County, Beaumont and St. Albert.

Challenges of Advancing the Plan
November 2012

The long-term inter-municipal transit aspirations are ambitious and yet are critical
to the growth, vibrancy and attractiveness of the Capital Region. Although many
inter-municipal transit services and agreements are already in place through the
collaborative efforts of municipalities in the Region, the scale of the intermunicipal transit network will be significantly greater than today. In fact, intermunicipal transit resources will need to more than double for communities such
as St. Albert and Strathcona. Other PGAs such as Spruce Gove and Stony Plain,
the City and County of Leduc as well as Fort Saskatchewan will need a scale of
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Discussions with the Transit Committee and staff from the local area
municipalities as well as the Capital Region Board have explored the barriers and
challenges to achieving the long-term inter-municipal transit network. Some of
the more notable challenges to advancing toward the long-term inter-municipal
transit improvements include, but are not limited to those items described below.
1. The need for local funding of long-term inter-municipal transit
services and facilities is significant and the sources of funding
today to expand transit are constrained. As previously described, the
Inter-municipal Transit Network Plan includes the expansion of bus and
LRT services and facilities as well as other support initiatives. In fact, the
moderate funding scenario highlighted in the 30 Year Transit Service
Plan suggests that the annual operating costs for inter-municipal transit
services would need to increase by over 5% per year for LRT and bus
services even to implement the moderate funding scenario. The annual

Annual Net LRT
Operating Cost
3183.0001.01

(Moderate Funding
Scenario)

Annual Net Bus Operating
Cost
(Moderate Funding Scenario)
$35,000,000

$50,000,000

$30,000,000

Rural

$40,000,000

$25,000,000

Beaumont

$20,000,000

Spruce Grove

$15,000,000

Sturgeon

$10,000,000

Fort Sask

$30,000,000
$20,000,000

$5,000,000

$10,000,000

$-

$-

Leduc
Strathcona
St Albert

2012 2025 2040
operating costs for inter-municipal bus services would need to grow from
approximately $7 million to $33 million per year and LRT costs would
grow from slightly less than $1 million to over $40 million per year.
Operating Costs calculated from 30 Year Plan include service costs of $100/hr bus & $575/hr
LRT, fare recovery of 45% bus and 65/75% LRT as well as 2% annual inflation.

November 2012
Further, the 30 Year Service Plan also outlines the capital costs to fund
the expansion of LRT, buses, centres, park-and-ride and other support
facilities. The moderate or high funding scenarios require approximately
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an additional $150 to $250 million per year of local funding sources in
order to finance these capital expenditures as illustrated below.

Annualized Capital Costs
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(Local Portion Only of 33%)
$300,000,000
$250,000,000
$200,000,000
$150,000,000
$100,000,000
$50,000,000
$Lower Funding

Interim Report to the
Transit Committee

Moderate
Funding

Higher
Funding

As part of advancing any governance model, a 5 to 10 year business
plan would be required to outline all capital, operating and administrative
costs associated with advancing the long-term inter-municipal transit
plan for the region.
3183.0001.01
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2. Decision making structures for the Capital Region Board as an
organization and the Transit Committee specifically are constrained
and inhibit effectiveness and success in advancing the 30 Year
Transit Plan. With increased funding and spending responsibilities, the
decision-making authorities of the Transit Committee and aspects of the
Capital Region Board itself are constrained as it currently exists. Some of
those observed constraints that affect success indicated by local
agencies include, but are not limited to:


Veto authority of the three established systems.



Decision making credibility of the CRB Board/Transit Committee
as a body is limited and needs to be demonstrated incrementally.



Board and Committee have never been faced with money
decisions and would likely encounter significant struggles in
dealing with them under this governance model for intermunicipal transit service.



Local autonomy and accountability make it difficult to
independently evaluate regional decisions.



Transit expertise at the CRB and Committee limits current
effectiveness.
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Board / Transit Committee succession and turnover can be
problematic.



Public accountabilities and authorities of the Transit Committee
are limited and at best indirect.



Decision making at regional level can be time consuming and
circuitous.



Collaboration between staff of local government is critical toward
ensuring effective decisions by Transit Committee before going
to the Board.

3. The Capital Region Board and Transit Committee do not have the
access to direct, reliable and sustainable sources of funding
needed to plan and operate inter-municipal transit services and
facilities. Some of the concerns and expectations expressed by local
municipalities for appropriate funding of inter-municipal transit include:


No mandate exists for CRB to generate additional and direct
sources of revenue to fund inter-municipal transit.



New and independent sources of funding from senior levels of
government and regionally are fundamental to any changes in
governance of inter-municipal transit – no direct sources of
funding limits and even negates authority and reasons for
change in the current governance model.



Expectations that the provincial government will give approval to
access direct funding sources for the CRB is very low.



Limited expectation that province will provide a higher degree of
certainty in agreements on long-term capital infrastructure
funding directly to the Capital Region Board.



Funding needs to be inflationary and adjustable to absorb growth
and expansion.



Funding needs to be dedicated to transit and not indirectly
through municipalities and then the Capital Region Board.



There is some ‘free riding’ on the investments of other
communities (modest in scale but perception is there)



Legislative recognition of the CRB to plan, fund, own, implement,
operate transit services and facilities needs to be established
with the Province.

3183.0001.01
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4. Transit capacity of the Capital Region Board as an organization is
limited and unable to grow the business of inter-municipal transit.
Although the capacity of the existing transit organizations in the region is
significant – particularly with the three transit operators – the Capital
Region Board operates with a externally contracted transit professional
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The limited capacity, transit knowledge and track record to plan
and run transit systems limits confidence in significant changes
to the existing governance model.



Credibility challenge on dealing with transit matters.



External resources (i.e. consultants) can only get you so far to
establish credibility track record, working relationships and
lasting agreements based on trust and understanding.



Formalizing agreements with senior levels of government is an
important role not currently assumed by the CRB.

5. The collaborative methods for operating inter-municipal transit
through several formal and informal one-to-one agreements only
address a portion of the needs and are generally not scalable to the
levels of transit planned in the Capital Region. Although there are
many and varied agreements in place to support inter-municipal transit
today, they have relied on cooperation between one or more
municipalities at a time. Additionally, the current working relationships
and agreements do not cover all matters that need to be addressed in
order to advance investments in the inter-municipal transit network.
These challenges will be more complex to implement with a more than
doubling of the inter-municipal transit network.
6. While efforts such as the Inter-municipal Transit Network Plan
provide senior levels of government with a clear sense of direction
and priorities for the Capital Region, establishing short- and longterm funding agreements on operating and capital costs with senior
levels of government through the Transit Committee that reports to
the Board will likely be more difficult. In this regard, the Transit
Committee’s representation through the Capital Region Board that deals
with many matters may be diluting the level of partnership that is
required from the Provincial and Federal governments to appropriately
fund, manage and deliver transit at a region-wide scale. Limitations of
the current challenges with senior levels of government identified by staff
and Committee members include but are not limited to:
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Deeper relationships and commitment from senior levels of
government are required beyond participating on the Transit
Committee of the Capital Region Board.



Design of grants and capital funding programs for transit such as
the Green Trip Program contribute toward a small portion of the
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Provincial funding for operating inter-municipal transit services
and facilities are required.



There is equally limited capacity and knowledge in Alberta
Transportation of urban transit matters to work effectively on
addressing urban transit matters.

Assessing the Current Governance Model
While the current governance model – Transit Committee of the Capital Region
Board – may not be making significant advancements toward the implementation
of the Inter-municipal Transit Network Plan, some strides are being made to
implement key initiatives and strategies. At the same time, it is recognized that
the limitations and constraints to implementing the strategy are intrinsically
connected to the governance model that exists today.
As discussed with the Transit Committee as well as CRB and municipal staff, the
key attributes of good governance for all public systems are very similar. In
addition to overcoming the challenges previously described, the Transit
Committee or other governance models must be fundamentally aligned with
several basic attributes in order to be successful and to implement the long-term
transit network plan.


Legally supported through legislated authorities of the Province of
Alberta either through the Municipal Government Act or the Business
Corporations Act as they currently exist or with changes.



Accountable to the pubic interests of the Capital Region by the
decisions or actions of the entity.



Transparent decision-making where information is freely available and
directly accessible to those affected by all decisions of the entity.



Equitable and inclusive representation of all interests of the Capital
Region as it relates to inter-municipal transit services and facilities.



Efficient and effective whereby processes and systems established are
able to produce timely and coordinated results that meet goals and
expectations for inter-municipal transit.



Participatory in that the public stakeholders that are responsible for
supporting the responsibilities of the entity have opportunity for direct or
indirect input into the decisions.

November 2012
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Table 2.2 provides an overview of the additional challenges facing the Transit
Committee of the CRB as they compare with some of the fundamental tenets of
good governance and the potential of success. Although there are some areas of
success, there are many challenges from a mere governance perspective that
will further constrain longer-term success of the Transit Committee and Capital
Regional Board`s ability to implement the Transit Network Plan. Challenges such
as autonomy, access to sustainable and predictable funding, organizational
effectiveness, and public accountability and transparency are some of the most
notable barriers that impact overall success.
Table 2.2 - Preliminary Assessment of Transit Committee
Potential for Success
Preliminary Features of
Good Governance
Support for transit Vision &
principles

Moderate

Comment

Connected, with moderate ability to
advance key initiatives and priorities

Public Accountability &
Transparency

Low

Ultimate accountability rests with Board

Organizational
Effectiveness & Efficiency

Low

Administratively onerous decision
making through multiple groups

Access to sustainable &
predictable funding

Low

Access to direct and necessary sources
of revenue may not be granted.

Managing finances

Autonomy

Moderate

Low

Legislative authorities not in place.
Ultimately decisions are directed
through to Board

Collaborative

Moderate

Level of collaboration could be
increased through formalizing staff
committee

Ease, cost & legal
requirements to establish

Moderate

Significant steps involving legislative
authorities to gain access to other
revenue sources

Overall
November 2012

Potential for
Success

Moderate-Low
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This section of the interim report explores alternative governance frameworks
that may be considered to advance long-term regional goals for inter-municipal
transit. The discussion contained in this section of the report begins with an
overview of what governance is in the context of leading a transit system and
examines ‘what’ the governance model would need to be responsible for, and
have access to in order to shape and develop an appropriate model of
governance for the Capital Region. As previous discussions on the Intermunicipal Transit Network Plan suggested, there is no one perfect model of
governance that works for all settings and stages of development of the transit
system. It is therefore expected that the typical governance models used in
Canada may serve as a starting point for discussion of the Transit Committee to
design alternatives that may be then evaluated and considered by the Capital
Region Board and other
agencies and public
stakeholders at-large.
Any changes to the current
governance model (or an
alternative model) to address
those challenges previously
described would need to be
focused on the matters that will
affect the degree of success, or
those factors that will enable the
Region to achieve the goals and
directions contained in the Intermunicipal Network Plan. For
example, a governance model
must overcome the funding
challenges for the success of
any regional transit entity even though it may be difficult to implement.

What is Governance
References to governance of transit systems are sometimes all-encompassing. It
can be referred to everything from making strategic decisions on the transit
systems to the delivery and maintenance of the system itself. While the
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governance responsibilities and accountabilities of a transit agency are broad,
governance primarily refers to the process of decision-making and the processes
by which decisions are implemented. In this regard, the governance structures
being examined in the scope of this review are primarily focused on the form and
organization of the entity responsible for decision-making on inter-municipal
transit in the Capital Region as opposed to the management or delivery of the
services and facilities that they are ultimately accountable for as summarized in
Table 3.1.
Table 3.1 – General Understanding of Organizational Responsibilities

Governance
• Advocacy on regional priorities
• Promote the vision
• Shape & direct the management & delivery
• Allocate of Powers & Authority
• Set & monitor performance measures
• Approve policies, plans, initiatives and systems
• Stakeholder engagement

Management

3183.0001.01

• Executive & support team
• Strategies, plans & designs of services & facilities
• Finance – funding, revenues and accounting
• Policies and standards
• Fares & integration
• Business Development/Marketing
• Communications

Delivery
• Administration
• Service Design & Scheduling
• Operations
• Maintenance
• Security & Risk Management
• Customer Services

Factors to Consider for the Capital Region
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There are many factors to consider that will form the principles for a successful
governance model in the Capital Region. These may range from aspirational
statements about what inter-municipal transit should do for the Capital Region to
ideas and suggestions about how the governance model needs to build from
what is in place today. Background plans and strategies as well as the
discussions of the Transit Committee to date have begun to articulate the key
factors in which to examine alternative models as briefly highlighted below.
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1. Principles for the Inter-municipal Transit Network Plan were used to
shape the direction of the plan and how the plan may be advanced with
governance and funding as summarized below in Table 3.2.
Table 3.2 - Inter-municipal Transit Network Plan Principles

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
Interim Report to the
Transit Committee

For Planning:


Be integrated with land use planning



Be integrated with regional roadway investments



Be easily expandable



Recognize complementary regional, local & private services

For Local Transit


Be flexible to support local community needs

For Specialized Services for Person with Disabilities


Enable equitable, barrier-free access to transit



Be available for persons with disabilities

For Governance


Be mandated by relevant legislation and administered
through cooperation and coordination

For Cost Sharing
3183.0001.01



Be recognized by funders as a valuable service



Be supported through dedicated cost-sharing from all orders
of government, industry and transit customers



Be delivered fairly and equitably to all citizens

2. Good Governance attributes previously examined are fundamental
principles to any organization and are especially important in leading the
delivery of inter-municipal transit in the Capital Region. The challenges of
the existing model will be compared with some of those (and other)
attributes highlighted below in Figure 3.1.

November 2012
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Figure 3.1 - Essential Ingredients for a Governance Model

Legislative
Authorities

Inter-municipal
Transit
Governance
Study &
Implementation
Plan

Efficient/
Effective

Accountable

Good
Governance
Participatory

Transparent

Equitable &
Inclusive

Interim Report to the
Transit Committee
3. Other observations
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Transit Committee discussions have provided further insight to the design
and evaluation of a future governance model in the Capital Region. Some of
the related observations that have been made in this regard are highlighted
below.


Explore and design a governance model that may evolve over time to
include the different aspects of inter-municipal services and facilities.



Begin with notions of ‘codifying’ what already exists today between
communities (one set of agreements).



Include all PGAs to fund transit investments consistent with legislation
to be a designated growth area.



Desire to see no more than 3 operators in the region through the
expansion of inter-municipal transit.



The entity must be able to fund the local portions of capital and
operating costs, and form agreements with Provincial and Federal
governments.



Governance arrangement may evolve from ‘basins’ of commonality
between sub-regions rather than all communities (or one sub-area).



For those outside the growth areas, late-comers entry to the entity must
be expected and accommodated.



Priorities and decisions for funding and spending must be based on
regionally important goals/investments and not simply transit system
cost-recovery.
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Potential Roles and Responsibilities

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
Interim Report to the
Transit Committee
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Before exploring potential
governance models for intermunicipal transit, the Transit
Committee examined and
confirmed what the entity may
be responsible for leading and
making decisions on and how
the roles for governing,
managing and delivering intermunicipal transit could evolve
over time.

LRT
Specialized
Transit
Support
Facilities
Support
Programs
Intermunicipal
& local Bus

At the core of the Intermunicipal Transit Network Plan
is the provision of intermunicipal bus services. As previously described, the Capital Region currently
supports a range of inter-municipal bus services delivered by the existing
operators – ETS, Strathcona and St. Albert – that principally provide direct
services to and from the City of Edmonton. The decision-making responsibilities
for each of the inter-municipal services are largely left to the individual municipal
councils that include six independent authorities. Purchasing, operating, storing
and maintaining vehicles are the responsibility of the operator. As part of the
long-term Plan, the growth of inter-municipal bus services are an essential
ingredient to the land use commitments of the Priority Growth Areas (PGAs) of
the Capital Region. Inter-municipal bus services in the longer term would include
all day services between communities, peak only services and lifeline services as
described in the Inter-municipal Network Plan. The regional entity would be
responsible for all aspects of governing and managing the provision of intermunicipal bus services that also includes developing strategic plans and
investment strategies.
Through further discussions with municipal representatives of the Transit
Committee, it was recognized that most local services within communities
outside Edmonton are designed to serve regional travel as the primary market
(over 80% of passengers). It was therefore recommended that ‘local’ services
outside Edmonton (such as those serving St. Albert and Strathcona) also be
included in the responsibilities of the regional entity. This would enable other
communities to expand or introduce some form of local services that would also
support inter-municipal services in future.
Support facilities described in the Inter-municipal Transit Network Plan include
park-and-ride facilities (within PGAs or at LRT stations) and complementary
roadway investment strategies that prioritize or support transit. Transit storage
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and maintenance facilities are also included in the range of responsibilities for a
regional entity.

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
Interim Report to the
Transit Committee
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Support programs that would include establishing service standards and
practices, as well as fare systems and media that include various pass programs.
Other support programs for inter-municipal transit services would include
communications, information and other customer support services that support
the principles for a seamless travel experience for transit customers.
The need for inter-municipal Specialized Transit services for people with
disabilities was identified in the Inter-municipal Transit Network Plan as a longerterm initiative to provide alternatives and/or connections to conventional transit
services where required. This service could also support the region’s health
related goals and is recognized as an important regional service for those that
can not use conventional inter-municipal bus services. The key functional areas
required to advance the provision of specialized transit identified in the Plan
include funding and oversight, eligibility and registration, fare systems,
reservation and schedule as well as service delivery.
Light Rail Transit (LRT) in the Capital Region currently serves the area within
the City limits. Although the Inter-municipal Transit Network Plan includes
expansions beyond the City boundaries in the long-term, current efforts are being
concentrated on expansions within the City such as the northwest extension of
LRT between NAIT to Edmonton’s city limits near St. Albert. Preliminary
discussions with the City indicate that they would continue to lead the expansion
of LRT within City limits and with regional support to senior levels of government.
Therefore, a regional governance authority of any form would not be responsible
for the expansion of LRT until the service extends beyond the termini planned
within the City limits. It is however, expected that the regional transit entity would
work collaboratively with Edmonton in the expansion of LRT and would support
capital funding programs from senior levels of government as an important part
of the longer-term regional transportation system.
In addition to the various responsibilities that are included as part of the intermunicipal transit system, the roles for governing, managing and delivering intermunicipal services as well as support facilities need to be streamlined. Today,
individual municipalities independently govern all decisions around intermunicipal transit services, with the management and delivery of these services
primarily being provided by St. Albert Transit, Strathcona Transit and Edmonton
Transit (see Figure 3.2). Looking ahead, the scale of existing systems that
contract with ETS will continue to grow in order to provide approximately the
same level of inter-municipal services similar to that of St. Albert and Strathcona.
Other municipalities within the Priority Growth Areas will also need to begin
providing inter-municipal transit services in order to uphold all legal commitments
for this designation within the Capital Region Land Use Plan.
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Figures 3.2 - Current Roles for Providing Inter-municipal Bus Services

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
ETS

Interim Report to the
Transit Committee
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In theory, the entity governing inter-municipal transit could assume responsibility
for all transit services outside Edmonton and facilities (bus, LRT and support
facilities) as well as all roles (governance, management and delivery). Through
ongoing discussion, the Transit Committee has considered an evolutionary
approach to eventually govern all transit services outside Edmonton and intermunicipal transit support facilities and programs.
For example, the first few years of the entity would very likely be concentrated on
the governance and management responsibilities for all bus and support
facilities. The delivery of these inter-municipal and local bus services would
continue to be provided by the three operators in the Capital Region. A
conceptual image of the possible evolution of roles and responsibilities is
provided in Figure 3.3 below for discussion purposes only. The specific roles and
responsibilities for inter-municipal transit need to be confirmed for a preferred
governance model.

November 2012
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Figure 3.3 - Potential Evolution of Roles and Responsibilities

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
Interim Report to the
Transit Committee

Sources of Revenue
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It is recognized that funding the expansion of transit outside Edmonton in the
Capital Region is critical to the success of any governance model or transit
organization. In fact, clarity around the extent and forms of local, regional and
provincial funding for the operating and capital costs of governing, managing and
delivering an effective inter-municipal transit system is essential for the success
of the Capital Region. Funding from federal government infrastructure programs
and support from special purpose public agencies (eg. airports, health
authorities, etc.) should also be considered as part of the potential core funding
for this entity.
Ultimately, a 5-year Business Plan must be developed before confirming the
recommended governance model and organizational entity responsible for intermunicipal transit services. The Plan would build from the strategic priorities
presented in the 30 Year Inter-municipal Transit Service Plan previously
described and the priorities to outline the projected annual costs and revenues
required to govern, manage and deliver services.
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For the purpose of this Governance review however, it is important that the entity
have the legislated authority to access various sources of funding in order to
make it successful. It must be capable of generating the operating and capital
funds needed to further develop the desired transit system from local revenue
sources within the Region. It also must be able to generate direct funding from
the provincial and federal governments to assist with the development and
delivery of the planned transit system and services. Regardless of the sources
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for revenue and the governance model required to finance inter-municipal transit,
the entity must have direct, predictable and sustainable sources of revenue.

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
Interim Report to the
Transit Committee

As a starting point for the discussion with the Transit Committee, the following
are some of the potential revenue sources that should be considered for any
entity responsible for the implementation of inter-municipal transit services and
facilities.
Table 3.3 - Potential Range of Funding Sources
Operating Revenues


Transit Fares, Program Revenues, Charters & Special
Event Fees



Advertising

Local Property Tax
Park-and-ride Facilities
Surcharges


Motor Vehicle Fuel Surcharge



Sales Surcharge



Vehicle Registration Levy



Parking Surcharge

Private Sector Partnerships
3183.0001.01



Partnership with Major Employers



Land Value Capture, Leases & Air Rights

Senior Government


Capital Grant Programs



Alberta Municipal Infrastructure Grant



Regional Partnerships Initiative



Municipal Sustainability Initiative Conditional
Operating Funding



Regional Service Commission Assistance Program



Building Canada Fund

Alternative Governance Frameworks
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This preliminary discussion is designed to introduce alternative governance
frameworks to the Transit Committee that could be used as the foundation in
which to develop a made-in-CRB model that would be responsible for the
provision of inter-municipal transit services. Each of these alternatives illustrated
and described below provide some of the basic features needed to service the
roles and responsibilities previously described. The preliminary strengths,
weaknesses and opportunities of each framework were reviewed to screen-out
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those models that would not effectively serve the aspirations for the Region
either in the short- or long-term.
Figure 3.4 - Optional Governance Models

Inter-municipal
Transit
Governance
Study &
Implementation
Plan

CRB Transit
Committee

Intermunicipal
Partnership

Controlled
Corporation
PREFERRED
MODEL

Interim Report to the
Transit Committee

Non Profit
Corporation

Regional
Commission

3183.0001.01
As previously indicated, the success of the transportation system relies on all
levels of government to support investments that strengthen and contribute
toward the resilience of the growing urban centres in Alberta. A successful, well
developed regional transit network supports local and provincial priorities for
economic growth, access to jobs, and educational opportunities for residents of
urban areas. As clearly stated in the Inter-municipal Transit Network Plan, the
stakes are high for all agencies to ensure that the transit system (and
transportation system in general) supports mobility, economic, social, health and
environmental goals and aspirations of the Capital Region.
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In this regard, it should be recognized that the Provincial government must
continue to play a significant role in the future success of inter-municipal transit in
the Capital Region regardless of the selected governance model. The Transit
Committee and Capital Region Board will want to work with the Province through
the governance discussions in order to garner input and support for a preferred
governance model with the required legislative authorities. Further, the Transit
Committee also wants to ensure that the Province continues to support urban
transportation needs through predictable and sustainable financing for the capital
and operating expenditures needed to provide inter-municipal transit services
and facilities. Once the fundamental features of a preferred governance model is
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supported in principle by the Transit Committee and the Capital Region Board,
the opportunities for input and further shaping must occur with the Province.

Inter-municipal
Transit
Governance
Study &
Implementation
Plan
Interim Report to the
Transit Committee

At this stage of review by the Committee, the following principles highlighted
below were used to examine and undertake a preliminary screening and
evaluation of alternative governance models.
•
•
•
•
•
•
•
•
•

Closely integrated with regional land use, social, environment, economic
as well as transportation plans and priorities
Supports an integrated and seamless region-wide transit system for
customers
Accesses dedicated cost sharing from all levels of government
Ability to access direct, local funding sources and to utilize taxable
benefits (ie. rebates and deductions) of government
Benefits from existing legislation of the Municipal Government Act
Organizationally structured for the effective and efficient provision of
inter-municipal services and facilities
Publicly accountable with an accessible, transparent decision-making
structure
Adaptive to late-comers to join entity (eg. non-PGAs or others as
suitable)
Recognition and support for existing inter-municipal services and assets

3183.0001.01
a) Regional Commission Model
A Regional Commission is similar to a municipal organization and shares
many of the same regulatory powers. The Commission model can include
the entire region or a sub-set to deliver inter-municipal transit services,
programs and facilities. The Commission would need approval of the
Province, but its legislative authority is recognized in the Municipal
Government Act.
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A Board of Directors typically comprised of Councillors from local
governments of the Region oversees and controls the Commission and is
autonomous to other organizations. Although organizationally independent
to advance region-wide priorities for transit, the members of the Board are
accountable as municipally elected officials and must hold open meetings
and carry out other business with complete transparency. The Board can
also include stakeholder representation that must be approved by the
Minister. The Board can be expanded over time to reflect changes in local
government participation or the changes in scope or scale of responsibilities.
The Commission should not carry a deficit and can access funding from
other levels of government in the operation and expansion of the transit
system. In particular, the Commission has opportunities that other models
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may not as easily afford such as accessing direct funding and grants and
borrowing through the Alberta Capital Finance Authority. The Commission
can also acquire lands and lease assets of the transit system held by
municipalities or other private sector interests and can expropriate land as
necessary. In basic financial terms, Commissions are also exempt from tax
requirements such as property and GST. Further, the Commission could
have or gain access to many of the funding sources of a municipality.
Organizationally, all staff assigned to manage the inter-municipal transit
system are employees of the Commission and ultimately report to members
of the Board through a General Manager. In other words, the Commission
has clear lines of reporting and accountability as an organization.
b) Inter-municipal Partnership Model
Within an Inter-municipal Partnership, two or more municipalities would
establish a formal partnership agreeing to the provision of inter-municipal
transit services and support facilities. The legislative authority to form a
partnership is contained in the Municipal Government Act. The Agreement
formed between municipalities would include committee membership of
people designated by each local government – likely elected officials and
potentially staff designations. The authorities and responsibilities of the
Partnership would be established in the agreement and could include
everything from establishing key directions for inter-municipal transit (such
as fares, service expansion and performance expectations) through to
functioning as a portal for public engagement and communications.
More so than the existing Capital Region Board, individual committee
members representing the Inter-municipal Partnership would seek direction
from local councils on most decisions involving significant matters.
Additionally, it is anticipated that the funding from senior levels of
government for inter-municipal transit would need to come through one or
more municipalities but could not come directly through to the Partnership.
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The powers of expropriation and property ownership or lease would not be
available to with a Partnership model. However, the Partnership would rely
on the powers and authorities of local governments to advance key
initiatives in the respective community affected or involved. For example,
land needed by the Partnership to operate transit systems (such as parkand-ride) would need to be held by one of the partner municipalities. As
such, the benefits and exemptions to taxes given to municipalities would be
indirectly available to an Inter-municipal Partnership. The Partnership could
however negotiate and develop agreements with any transit service
providers in the Region.
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Unlike the Commission model, staff needed to manage and deliver the
service would not be assigned directly to the Partnership. Rather, staff
would be employees of the participating municipalities in the agreement –
with all or a portion of their time working on inter-municipal transit services.
Staff would in turn advise the directors of the Partnership either as a
committee or to individual municipal representatives. Even a General
Manager position of the Partnership would be an employee of one of the
participating agencies.
c) Controlled Corporation Model
A Controlled Corporation could be established under the Municipal
Government Act, the Control of Corporations Regulation and the Business
Corporations Act of Alberta as a legal entity with the business of providing
public transportation. The legal entity would be owned by the controlling
municipalities in the agreement and be directly responsible for all the
organization’s directions and decisions regarding the delivery of intermunicipal services, including the financial performance. As a ‘for-profit’ entity
that cannot rely on municipal shareholders for support on operations, assets
would likely need to be transferred to the entity for minimal cost or entirely
held by the operators of the region. In fact, the Corporation could not levy
taxes and other fees directly to residents and would require special
legislation for some of the other potential revenue sources described later in
the document.
Similar to the Commission, the business of the Controlled Corporation would
led by a Board of Directors. Directors may be comprised of either elected
and/or non-elected officials from the representative communities which
leaves open the opportunity for representation of experts and/or inclusion of
key stakeholders on the Board. The Municipal Government Act requires that
municipalities must hold at least 50% of the shares to elect a majority of the
Directors. Because the responsibilities and accountabilities of the Board are
established in the Corporations Act, the Corporation is separate from
municipalities and to some degree public stakeholders. However, because
of ownership structures require annual meetings with local municipalities
and the fact that transit services provide a public service; stakeholder
engagement would be an essential ingredient for the success of the
Controlled Corporation.
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As a Corporation, the entity would not have the same legislative powers of
municipalities and exemptions from specific taxes and access to financing –
such as exemption of GST on fares and other expenditures. The
Corporation could however lease back assets collected by local
municipalities to support the delivery of inter-municipal transit services.
Further, the Corporation could not directly access funding from senior
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governments – capital or operating. Access to external funding could only be
directed through partner municipalities as a flow through to the Corporation
of grant or support payments.
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d) Non-profit Corporation Model
A Non-profit Corporation could also be established under either the
Companies Act or the Alberta Societies Act. Although the Societies Act does
not require Ministerial approval for the entity, it would have to apply to the
Corporate Registrar of Alberta and outline how the entity would operate, be
governed and financed as well as the auditing processes. Under the
Companies Act, the information required is very similar. However, the
application would need to outline how each of the members within a
company that is limited by guarantee would pay debts, liabilities and wind-up
costs should the entity cease to operate. In the case of a non-profit
Corporation responsible for inter-municipal transit, the entity could involve all
PGAs or municipalities with shared ownership of the company under a
limited guarantee or for shares. The submission must outline the share
structure and whether the shares will be a fixed amount, nominal or par
value. Unlike the Controlled Corporation, the Non-profit Corporation model
would not likely have the same limitations with respect to a financial
relationship to the shareholders or the municipalities. Revenue support in
the form of debentures and other resources could be more easily borrowed
from the shareholders.
Similar to the Controlled Corporation Model, the Board of Directors may be
comprised of either elected and/or non-elected officials from the
representative communities (which leaves open the opportunity for
representation of experts and/or inclusion of key stakeholders on the Board).
The Board would be accountable for all financial decisions, contracts as well
as the financial performance of the entity, and could be established by the
Councils of the participating municipalities. The corporation would be a
separate legal entity from local municipalities that would be able to hold land
and borrow funds, but would not have the regulatory authorities to
expropriate lands or seek financial support through the Alberta Capital
Finance Authority. Unlike the Controlled Corporation, a Non-profit
Corporation would be exempt from property taxes and provincial and federal
income taxes. It would not likely be able to use the GST exemption of the
Committee or Commission models (although may explore this further with
the province and federal governments). Access to external funding could
only be directed through partner municipalities as a flow through to the
Corporation of grant or support payments.
The employees of the Non-profit Corporation would be separate from local
area municipalities and would ultimately be the responsibility of the Board of
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Directors. This entity could also outsource the delivery of transit services
and facilities to another party such as to one of the local transit operators in
the Region.
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Preliminary Screening
The first part of the evaluation process included a discussion about the
fundamental challenges of each model for the purpose of screening out those
that would not fit the circumstances of the Capital Region or overcome the
current obstacles and challenges of advancing the long-term plan for transit as
outlined in Section 2.0. While all models could potentially be designed to be
workable, the fundamental flaws outlined below for both the For Profit and NonProfit Corporations were
considered significant limitations.


Corporations could not
utilize the GST exemptions
granted to local or regional
governments;



Can not access funding
through Alberta Capital
Finance Authority;



Weaker form of public
accountability on the
delivery of a complex and
sensitive community
service;



Can not receive grants &
cost-sharing directly from senior levels of government;



Limited connection to other Regional goals as an independent
organization; and



Exposed to changes in Corporations Act.

Therefore, both Corporation models were eliminated from further consideration
by the Transit Committee. Once again, the Transit Committee model is not being
considered further because of the many limitations and low probability of success
for the status quo to achieve the CRB Inter-municipal Transit Network Plan
objectives as described in in Section 2 of the document.
November 2012

Evaluating Partnerships & Commissions
The Inter-municipal Partnership and Commission models were examined further
by members of the Transit Committee. The strengths and weaknesses of the ‘offthe-shelf’ form of each model were discussed in order to highlight their key
differences before spending time on the potential design of both or either model.
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Tables 3.4 and 3.5 below summarize the perspectives shared by the Transit
Committee on the Commission and Partnership models respectively.
Table 3.4 Strengths and Weaknesses of the Commission Model
Strengths

Interim Report to the
Transit Committee

3183.0001.01
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Commission

Inter-municipal
Transit
Governance
Study &
Implementation
Plan

 A well used and proven legislative
framework / structure in Alberta
 Legislation provides significant powers &
authorities
 Commission can select own Board
members once established
 May access funding through ACFA
 Property / GST tax exempt
 Direct access to grants & support from
senior governments
 Elected representation from local
government & province (option)
 Stakeholder/professional representation
permitted
 Board has ultimate decision making
responsibilities
 Long-term leases on existing assets,
obligations or agreements
 Greater revenue generating potential
from alternative sources
 Dedicated staff of the Commission
 Governed, managed and delivered as
one system with multiple representatives

Weaknesses
 Will require Ministerial and Cabinet
approval for first Board
 Timely to establish with Province &
may require oversight & direct input
(assumed to come with
commitments)
 Has ongoing Provincial oversight
and potential involvement
 One member = one vote
 Perception of reduced autonomy
 Regional Commission legislation is
binding for partners
 Expandability easier than contraction
of the entity
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Table 3.5 Strengths and Weaknesses of the Partnership Model
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Inter-municipal Partnership

Strengths
 May access funding through ACFA
 Property / GST tax exempt
 Elected representation
 Responsibility for governing & parts of
managing inter-municipal services
transferred to partnership
 Local operators can continue to deliver
existing services & facilities
 Provincial approval not required
 Powers of local government apply
 Maintains local autonomy on intermunicipal services
 Logical step to evolve from today

Weaknesses
 Legislation not as refined as
Commission
 Ultimate responsibility (eg. plans,
budgets, fares) rests with Councils
 Potential for stalemates are high
 No ‘dedicated’ staff and difficult to
sustain organizational capacity
 Lack organizational ‘glue’ for the
entity
 Not a separate legal entity, land &
borrowing reliant on municipality
 All grants & support through
municipalities
 Uncommon with few examples in
transit industry or in other sectors in
Alberta
 Complex with number of partners,
services, facilities & programs
 Potential for stalemates is high &
may require more resources
 Challenges of effectiveness &
efficiency in decision-making
 Not necessarily governed and
managed as one system with
multiple representatives

Overall, the Committee review indicated that both the Partnership and
Commission models would bring greater authority and functionality than the
current Transit Committee model for the purpose expanding and integrating intermunicipal transit services of
the Region. After much
discussion, the Committee
review indicated that the
Commission model could
be more effectively tailored
to suit the Capital Region’s
circumstances than the
Partnership model. Further,
the legislative authorities
already developed around
the Commission model
provides sufficient strength
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to give the necessary authorities and accountabilities required, and may be
designed to better serve the needs and achieve the aspirations of municipalities
in the Capital Region for inter-municipal transit.
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Although the Partnership model has not been eliminated, the Transit Committee
elected to explore a Commission model further. In doing so, the Committee will
soon be developing the basic features and attributes of the Commission needed
to successfully govern, manage and deliver inter-municipal bus services,
specialized transit as well as support facilities and programs in the Capital
Region. The initial process of designing a made-in-Capital Region Commission
model will address some fundamental questions and uncertainties that have
been raised through the Committee discussion as well as ongoing meetings with
other stakeholders. Some of the key matters that will be explored in future
phases of this work include, but are not limited to:
•

Connections with the Capital Region Board and/or regional aspirations
for land uses, economy, environment and other priorities

•

Defining what’s specifically included in the inter-municipal transit system
and how it connects with existing local services and facilities.

•

General features potentially assigned to the Commission including
governance, management and delivery responsibilities in the short- and
medium-term.

•

Other peripheral questions such as late-comers or basins of
membership, phasing in for longer-term LRT, operating efficiencies, etc.
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There are many features of a Commission model to be explored and defined as
part of this governance review process going forward in order to provide a ‘madein-Capital Region’ solution toward expanding inter-municipal transit services and
facilities. Through the discussions with members of the Transit Committee to
date, there is much to be gained and much at risk for most agencies with and
without transit. At this stage of the process however, it is anticipated that the
Commission model of governance provides the greatest chance of addressing
many of the barriers to implementing the approved Inter-municipal Transit
Network Plan currently experienced by the Transit Committee. The expectation is
that the Commission model could be designed to provide attractive intermunicipal services, support facilities and programs to strengthen the region’s
growth strategy commitments toward enhanced mobility and accessibility in the
Capital Region. It is also anticipated that the Commission model could provide
the leadership and organizational strength to work more effectively with the
Province and other senior levels of government. The Commission would seek to
gain the necessary legislative authority to access other financial resources and
direct financial support from the Province for transit capital and operating costs.
In other words, the Commission model would be designed with input and
guidance from the Province in an effort to secure support for a substantial
increase in overall funding for transit in the Capital Region of Alberta.

Commission Roles and Responsibilities
In most of the work conducted by the Regional Transit Committee to date, the
evaluation of governance alternatives has focused on inter-municipal transit
services in the Capital Region. This included all inter-municipal bus services and
local services outside the City of Edmonton as the starting point for the creation
of a new regional transit governance structure. Other elements including
specialized transit, major transit facilities, and regional support programs to
promote network performance and integration (e.g. new fare box technology)
were to be added within the first five years as financial and organizational
capacity is built. In the medium-term, it was recognized that the LRT system may
be considered a part of the regional transportation network as current projects
place the LRT Line extensions at or beyond the boundaries of the City of
Edmonton.
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As the Commission model was discussed further, it became apparent that a
number of complexities and variations such as alternative membership
scenarios, expanding financial requirements and multiple transition processes,
would make the evaluation process large and subject to numerous iterations.
The Regional Transit Committee concluded that the long term goals and
responsibilities for a new governance structure should form the basis for the
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detail assessment of a Commission model. In effect, the next phase of
evaluating the Commission should focus on this desired end state as illustrated
in Figure 4.1 below rather than working through numerous stages with multiple
options at each step.
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Figure 4.1
Conceptual Roles & Responsibilities for the
Commission and Municipal Operators
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It was recognized that any approach that leaves out major elements of the
existing transit services in the region will frustrate attempts to provide the most
efficient and effective network and give opportunities for service gaps and
duplications. The missing elements would also work against early efforts to
introduce consistent, comprehensive service standards throughout the region.
Other benefits of using the “all in” scenario as a starting point for the evaluation
of the Commission structure include the following:

November 2012


ability to realize economies of scale in management and operational
areas such as fleet acquisition, purchasing, manpower utilization and
maintenance planning;
provides a more strategic approach to network planning and resource
allocations with the entire region included (all major employment, health,
education, recreation and retail activity centers included);
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largest possible economic base to support investment in new transit
facilities and services, while avoiding boundary issues associated with
some of the potential new taxes or levies within the Capital Region;
more opportunity to align with provincial government priorities such as
labour market mobility and access to jobs, health care, education and
social services;
planning will be aligned with the full regional network of major roadway
and highway corridors with more opportunity to implement transit priority
measures and achieve significant mode shift to transit; and
ability to implement consistent transit information and identity programs
in order to promote transit use and greater understanding of the benefits
of the service throughout the Region.

Using this “all in” scenario as the base case also provides a more appropriate
approach for evaluating the performance of a Commission in achieving the goals
for transit as outlined in the Capital Regions’ Inter-municipal Transit Network Plan
and the degree to which the structure achieves the features of good governance
previously reviewed in Section 3 of this report.

Comparing a Commission with the Existing
Municipal Systems Models
In order to gain a full understanding of the benefits and costs of a Commission
governance structure compared to the existing municipal systems approach, a
full business case assessment is recommended.
A business case is typically focused on well-defined measures of financial and
operational performance. Alternative investments are evaluated and the option
with the best return on investment is identified. In the case of public services
such as transit, considerations go beyond the purely financial, to assessment of
factors that support the strategic plans and aspirations for transit in the Region.
These factors were identified in the Inter-Municipal Transit Network Plan. In
addition, the ability to align with the principles of good governance must also be
assessed, in qualitative terms, to adequately complete a full business case
evaluation of the Commission model as compared to the existing approach.
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With a business case including a complete financial assessment and comparison
of the Commission model with the existing municipal services in the region that
includes and “all in” scenario as well as assessment of the implications of one of
the existing communities not participating, the Regional Transit Committee will be
in a position to consider recommendations to the Capital Regional Board for
governance of transit services in the region.

Page | 37

Figure 4.2
The Business Case and Future Steps
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If it is recommended that a regional transit Commission be established, the
following steps are required before an implementation strategy, including a
transition process, can be finalized.


An agency engagement process should be conducted to ensure that the
commission model and its basic structure, responsibilities and organizational
resources are understood and supported. The agencies would include all
area municipalities, the Province and the Capital Regional Board. This
would provide an opportunity for these agencies to assess the
Commission’s ability to support municipal development plans, the strategic
plans of the CRB and the alignment with the transportation, economic,
health and other priorities of the Province.



A comprehensive five year service plan would be developed which
incorporates the initial steps of the long term Inter-Municipal Transit Network
Plan (thirty year time horizon). Also included would be any municipal
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council approved service and facility enhancements contained in existing
municipal budgets or multi-year capital programs. Further, the business
case may have identified efficiencies or network rationalization opportunities
during the course of the analysis. These would also be included in the initial
five year service plan.
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A five year business plan would be prepared including forecasts for
operating revenues and expenditures necessary to deliver the five year
service plan. Capital programs including fleet and facilities required to
deliver the forecast services would also be included. The business plan
would present the organizational requirements and other resources
necessary to staff and deliver the specified services. The tariff plan along
with the outline of recommended tax levers and any other local or senior
government financial support required to sustain the transit services over
this five year period would be presented. It would also be appropriate to
have an independent external review/audit of all assumptions, data quality
and methods used to develop the five year business plan forecasts.



An external agency/stakeholder engagement process would be
conducted to allow for a broadly based public assessment of the
Commission model. With the five year service and business plan providing
the basic information, all stakeholders and interested individuals would have
the opportunity to comment on the proposed Commission model.
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Following the completion of the above steps, the Regional Transit Committee
would be in a position to finalize and make a set of recommendations to the
Capital Regional Board concerning the future governance of transit services in
the region and to develop a phasing and implementation strategy.
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