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SASKATOON TRANSIT STRATEGIC PLAN STUDY

EXECUTIVE SUMMARY
Background and Study Objectives

The City of Saskatoon is a medium-sized urban area of just over 200,000 people with medium
growth rates. As such, it may not have the urban transportation congestion and demands of the
nation's largest urban areas, but it is not without its own challenges in terms of traffic delays, air
quality and an increasingly sprawling pattern of new residential development. As in most Canadian
cities, urban areas have continued to grow, but transportation facilities and services have not kept
pace. In recent years, transit systems in particular have lost funding and have had to cut services
and raise fares, resulting in significant ridership losses and an ever-increasing trend to more single-
occupant automobile use.

As transportation problems have worsened, and as social and environmental concerns have
heightened, there now seems to be higher public expectations on transit to play a greater role in
meeting overall transportation needs of Saskatoon, as well as most urban areas across Canada.
Transit will also have to play a major role in overall efforts to meet environmental goals. There is a
realization that transit will need to be far more innovative than in the past to increase its market
share and that “business-as-usual” approaches will not succeed.

The primary objective of this Strategic Plan is to create a
comprehensive plan that provides practical and effective
transit improvements, and guides the short-term and longer-
term development of transit priorities for Saskatoon. An
equally important element is to also cover the required
supporting policies and initiatives in the areas of transit-
oriented land use, Transportation Demand Management and
focused marketing needed to increase transit's market share.
As such, the plan by necessity is also a Sustainable
Transportation Plan for Saskatoon with corresponding wide-
reaching implications and influence, but one for which transit
is the centrepiece.

Downtown Saskatoon

A very specific aspect of the objectives for transit is the focus

on high quality customer service and the development of new

transit markets, but doing so in a manner that is cost effective and affordable. At the same time, the
plan maximizes the potential shift to transit as a means of reducing greenhouse gas emissions and
achieving other environmental goals.

This report provides a summary of the analysis undertaken as part of the plan development and the
resulting recommendations. A major focus of the study, and hence the report, is on the
development of a Short-term Transit Improvement Plan that can be implemented within the next
year and can produce immediate benefits in terms of increased ridership and greater transit system
performance (efficiency and effectiveness). The report also outlines the Longer Term Strategy
which is designed to encourage significant increases in transit ridership. Both the short term plan
and the long term plan are supported by financial analysis and include supporting strategies.
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What Was Heard From the Public

Based on extensive public and stakeholder consultation and in-depth analysis of both current
performance and future market potential, this Saskatoon Transit Strategic Plan proposes both a
major restructuring of the Saskatoon transit network and an introduction of “higher-order” transit
services (Bus-Rapid-Transit or BRT) designed to reach out to new markets and attract significant
new riders to transit.

The public consultation included several key activities:

Focus groups and other discussions with key stakeholders (business, students, seniors,
disabled, transit drivers, Councillors);

Surveys of both transit users (on-board) and non-users (telephone);
System-wide ride checks.

The main message received from the consultation was that the transit service needed major
improvements to both attract and retain riders. These would need to include faster speeds, higher
frequencies, longer hours, greater coverage and more direct service (less transferring) to primary
destinations, especially downtown and the University.

The analysis of the existing system and potential future transit markets also showed significant
deficiencies in the service structure. These included long one-way loops, forced transfers and lack
of service in newer developments, especially evenings and weekends. The analysis also identified
several routes that were performing poorly, usually because of structural or service design
problems.

Overview of Proposed Transit Plan

Based on the consultation and analysis, a new service strategy is proposed to effectively address
service deficiencies, tap into new transit markets and improve the efficiency and effectiveness of the
transit system overall. The conceptual routing network is shown in Exhibit 1.1. This conceptual
strategy is designed to provide the structure for a new short-term service plan and lay the
foundation for longer-term improvements as further urban development and ridership growth take
place. The overriding objective of this strategy is to maximize ridership growth, both in the short
term and the long term, but to do so in an efficient manner and generally work within the City’s
financial resources. The essential components for this service strategy are:

Increased trip speed, route directness, higher frequency and service efficiency by
introducing higher-order service on major core corridors;

Major re-orientation of routes that better serves the University including more direct
service from both the east and west sides of the City;

Expansion of service into newer suburban developments, especially designated
suburban centres and higher-density developments;

Improved service to the North Industrial Area, including the airport, that is consistent with
major shift start/stop times;

Terminal improvements downtown and at the University that are needed to meet current
demands and support higher-order service.

Page 2
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SHORT TERM IMPROVEMENT PLAN

To put this strategy into practice, a proposed Short-term Service Plan has been developed,
consisting primarily of two major elements:

A re-orientation of the current regular service network to better serve the
University, and other key destinations (Kelsey-SIAST, suburban centres, the airport,
industrial areas) and to provide more direct, no-transfer (including cross town)
connections, especially to key destinations;

The introduction of higher-order BRT service on four corridors interlined into two
routes; the first providing a connection between the Confederation Park, downtown, the
University, and Centre Mall and Lakewood suburban centres; and the second connecting
Lawson Heights, Kelsey-SIAST, downtown, the University, and the new University
Heights suburban centre.

The service improvements proposed in the Short Term Service Plan are detailed in this report.
They are considerable and far reaching, with the most significant benefits being as follows:

The higher service quality of the BRT lines (speed, frequency, all day service);
The vastly improved direct service coverage to the University;

More direct and less circuitous local routes (elimination of large one-way loops);
Full service into all significant new suburban residential areas;

Improved and more extensive service to the industrial areas;

The consistent interlining of routes downtown with less need to transfer;

The combining of suburban routings with trunk routes, again with less need to transfer.
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Exhibit ES-1: Full Potential Future Transit Network
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Recognizing the need for significant service improvements, but also to get the best value from
current resources and not unnecessarily commit significant new funding, the Short Term Service
Plan has been crafted to meet the objectives of the service strategy but do it generally within the
existing funding envelope for transit. As a result, the resource requirements for the proposed
Service Plan are very similar to the current system.

The peak vehicle requirements for the new Service Plan are essentially the same as at present. In
the first year of the Service Plan, no additional vehicles will be needed, either for local routes or
BRT. In the longer term, however, the BRT and other improvements are expected to generate
significantly higher ridership growth than has been forecast in the past. Thus, a more aggressive
fleet growth program will be needed to respond to this demand, which will be addressed in the Long
Term Plan.

Some short-term capital improvements will be required for the short-term Service Plan, especially
the three terminals, namely:

New Off-street Downtown Terminal
University (Place Riel) Terminal Improvements
New Nutana (Market Mall) Terminal

Additional recommended short-term capital improvements would be select transit priority
applications at major congestion points on the BRT corridor, especially the University Bridge and
the access and egress points to and from Place Riel.

The Short Term Service Plan will result in a net increase of about 6,600 hours or about 2.3% over
current levels. The small increase in service hours, even with the same number of peak vehicles, is
because the new route structure is more streamlined with less duplication and circuitousness, which
saves vehicles, but this is more than offset by increases in service during off-peak times, specifically
to achieve the following:

Provide BRT service with good frequencies at all times of the day;

Improve service coverage and frequency to the University, especially during off-peak
times;

Have consistent full service coverage into many of the newer areas that now do not have
service at all times.

The service quality improvements proposed in the Short Term Service Plan, however, are expected
to generate significant new ridership, for the many reasons noted above. As with any major service
restructuring, time will be needed for riders to adjust and become familiar with the new services.
Thus, only minimal ridership gain is likely in the first year. Subsequent years, however, should see
ridership improvements in the order of 5% per year in the second year of the Plan. Further ridership
gain beyond that is expected as well, but will depend on further service improvements, such as
adding service to the BRT lines and core routes and being able to extend routes into newly
developing areas.

The end result of the Short-term Service Plan should be a major improvement in transit service

guality, including the introduction of Bus-Rapid-Transit, at little or no net operating cost
increase to the City.
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LONG TERM PLAN

The long-term vision for the transit system is one that emphasizes service quality, sustainability and
economic development, and environmental management.

STS needs to provide a basic high quality service for all citizens focussing on the needs of youth,
seniors, adult workers, and persons who do not have a choice. STS needs to be a cost-effective
alternative to the automobile with services tailored much closer to the non-student demand with a
more community-based route system focussed on the City’s main activity centres, and higher
frequency straight-line route structures in the City’s main travel corridors. STS needs to build its
services so that it can attract people away from the automobile and start growing its ridership to
reduce automobile use and GHG emissions; the ultimate goal is to reduce GHG emissions by 35%.
STS needs to position itself as the “economic engine” for community growth and prosperity, with
services and costs reflective of the City’s economic development initiatives and consistent with the
growth in its residential and commercial tax base.

To achieve this long-term vision for transit, objectives, and service standards are recommended to
achieve the following three goals.

Goal 1: To Improve Service Levels and Ridership
Goal 2: To Improve Service Quality and Customer Satisfaction
Goal 3: To Improve Productivity and Cost-Effectiveness

The long-term plan developed and presented in this report represents a move to a more
balanced/coordinated approach to the delivery of transit services. It would make better use of
limited funds by building on the strong points of the route system to increase ridership and the
modal split. The main features of the plan are as follows:

Restructures routes into a “tiered” grid/feeder concept. Grid routes would operate on the
main arterial roads connecting the City’s community centres to the downtown and
University; they would include base routes offering 15 minute or better peak and 30
minute off-peak service 18-7 in all city sectors (the BRT routes would form the core
routes in the base system). Feeder routes would include local routes feeding the grid
routes at the community transit centres, and community routes feeding the high schools
in the various communities.

Provides faster more direct service from the north, east, south and west sectors of the
City to the main attractors; downtown, the Hospital, the University and College, the four
malls, the airport and north industrial area. The intent is to provide better service to the
City’s growing non-student and adult worker markets.

SUMMARY AND FINANCIAL IMPLICATIONS

The following is a summary of the key operating statistics and financial implications of the
Saskatoon Transit Strategic Plan. :

Revenue Hours - the proposed service strategies will make significant improvements to
the transit services over the long term. In the short-term, there will be significant changes
to the routes although relatively modest increases in revenue hours and accordingly
operating costs; the revenue hours will increase to 314,000 hours which will have
minimal affect on the number of operators required because of scheduling efficiencies. In
the long term after the Short Term Service Plan is implemented in 2006, revenue hours

October 2005 Page 6
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will increase to 330,000 by 2011 and 400,000 by in 2016. This will require an increase in
STS staff.

Operating Costs -$22.0 million in 2005 to $24.4 million in 2007 after the Short Term
Service Plan is implemented. If the Long Term Service Strategy is implemented after
2008, operating costs could increase to $28.3 million by 2011 and $39.4 million by 2016.
The rise in unit operating costs over the period is due primarily to the fuel costs, wage
rates and inflation. Unit operating costs in transportation, maintenance and
administration, are assumed to increase by 3% per annum for the 10-year period of the
Plan to account for inflation and wage increases. Fuels costs are assumed to increase by
30% over the 2005 to 2007 period and 3% per annum for the remainder of the 10-year
period.

Ridership and Modal Split - the proposed increased service levels should cause annual
ridership to increase 5% from 8.7 million in 2005 to 9.1 million by 2007 (assuming the
new short term services have been in place for about 2 years). After 2007 if the long term
strategies are implemented, ridership should continue to increase to about 9.5 million by
2011 and 9.9 million by 2015. This is an average annual ridership increase of 1.0% over
the 2007-2015 period, which is consistent with the population increase and the service
improvements that will have been made. In 2016 if the frequencies are increased and a
new north-south east-end crosstown route is introduced as proposed in the long term
plan, ridership should increase to about 10.9 million which is a 10% increase from 2015.
The ridership level is expected to rise from 42 to 44 passengers per capita in the short
term, and to 49 passengers per capita over the long term. The service improvements are
intended to increase the modal split from 6.0% to 7.0% over the 10-year period; higher
modal splits than this will require more extensive improvements and significantly higher
Ccosts.

Operating Revenues and Fare Rates - annual passenger and related operating
revenues are based on the expected ridership using the proposed fare structure and
rates in Exhibit 4.14. Council will need to increase the fare rates so that average fares
increase about 8 cents per annum over the 10-year period. This will be necessary to
meet inflation and the financial targets that have been established for STS.

Operating Cost Recovery - it has been determined that the transit system will need to
recover over 50% of its operating costs from operating revenue within the next ten years.
If the transit system performs as shown in Exhibit 4.14, the cost recovery goal could be
achieved by 2009 assuming that the Short Term Service Plan is completely implemented
by that time. The cost recovery is expected to reach 56% by 2015.

Net Operating Cost/Tax Burden - the net operating costs of the transit system should
reach the $12.9 million level when the short term service plan is implemented in 2006,
which is a 3% increase over the present net costs. The tax burden as measured by the
net cost per capita should reach the $61.00 level by 2007 and stay close to this level until
2011; the current tax burden is $60.00 per capita. The containment of the tax burden is
due to increases in ridership, fare rates and population over the short-term.

Municipal Subsidy - STS will require a municipal subsidy of about $13 million or $61 per
capita over the next 5 years. When the Long Term Strategy is implemented, a municipal
subsidy of $14 million or $64 per capita could be required by 2015 and $17 million or $75
per capita by 2016, which is an additional subsidy of $4 million or $14 per capita. The
additional municipal subsidy can be offset by Saskatoon’s share of the federal gas tax
revenue, which is expected to be about $10 million annually.
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Capital Expenditures - when fully implemented by 2016, the Long Term Service Plan
will require approximately 110 vehicles in peak hours, or a total fleet of 125 including a
20% spare ratio, for maintenance and operations purposes. Over the 10-year period, 94
buses will need to be acquired for replacement and growth purposes, at an estimated
cost of $42.3 million based on a projected $450,000 per vehicle in 2006 dollars,
excluding applicable taxes.
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1.  INTRODUCTION
1.1 Study Purpose

This project is a system-wide study of public transit in Saskatoon that will result in a Strategic Action
Plan for transit into the year 2015. The overall goals of the project are to improve the efficiency and
productivity of the transit system while increasing ridership and helping the community achieve its
goals for economic and environmental sustainability.

The current system for providing public transit in Saskatoon has followed the same format for many
years. Through an extensive operational review and analysis, a more innovative, efficient,
community driven and customer responsive service can be achieved along with a broad
environmental performance goal of reducing GHG emissions. Optimizing the efficiency of transit
routes, enhancing service and increasing transit ridership, thereby making the transportation system
more energy efficient, can achieve this.

The Strategic Action Plan has three main elements:

1. Short-Term Transit Improvement Plan — Recommendations for service improvements
that can be implemented within one-to-two years.

2. Long-Term Strategic Plan — A comprehensive 10-year strategic plan to improve transit
service. The main focus of this is on developing longer-term transit service strategies that
provides a blueprint that can guide City policies and decisions.

3. Supportive Strategies for Transit — Identification of transit-supportive policy options for
walking, biking, ridesharing, transit-supportive land use, employer and University programs,
and Transportation Demand Management.

1.2 Study Approach

In the spring of 2003, Saskatoon City Council approved funding for a system-wide study to improve
transit services in Saskatoon. Early in 2004, it was announced that the study received additional
support from the Federation of Canadian Municipalities (FCM) Green Municipal Enabling Funds.
The additional funding from the FCM provides the City with the ability to expand the depth and
scope of the project to include greenhouse gas emission (GHG) reduction strategies, measurement
tools, and the development of a sustainable transportation decision model for public transit route
planning and scheduling. IBI Group, a consulting firm with offices in Toronto and Calgary, was
awarded the study contract.

A Steering Committee was established to ensure all facets of the community interest are included
and have input into the study. The Steering Committee consists of two members of City Council,
representatives of the business community, post-secondary institutions, public and separate school
boards and representatives of the general public. A Technical Working Group was also established
consisting primarily of managers and professionals from City of Saskatoon Transit, City Planning,
Environmental Protection and Municipal Engineering branches. The role of the Technical Working
Group is to provide technical advice and support for the consultant and Steering Committee
throughout the study.
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1.3 Organization of Final Report

This report documents the methodology, findings and recommendations of the Strategic Plan
Study for Saskatoon Transit.

Section Two Existing Conditions and Needs details the findings of market research, and
public and stakeholder consultation to define the transportation needs of the community.

Section Three Policy Framework for Future Actions identifies potential directions for
transit policy and recommend specific goals, objectives and standards for the transit
service.

Section Four The 10-Year Strategic and Business Plan includes short and long term
recommendations to restructure and improve transit service in Saskatoon.
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2. EXISTING CONDITIONS AND NEEDS

This section documents the approach, findings and conclusions from the assessment of existing
transit services in Saskatoon.

After identifying perceived deficiencies through public consultation activities, the study team
conducted a detailed service and ridership review to collect and analyze ridership data for every
route in the network. Peer comparisons were conducted to compare the performance of
Saskatoon’s transit system with similar Canadian cities. The study team conducted numerous site
visits and reviewed previous studies to gather more information on the system. Land use data was
collected from the City’s GIS system and first-hand observations. Each route was methodically
driven by the team to develop a better understanding for the City, major destinations and the route
network. In September and October of 2004 trained staff rode each bus counting boardings and
alightings at every stop and monitoring on time performance. These figures were collated and
analyzed by the study team. The results can be seen in the series of route-by-route boarding maps
in Appendix A.

2.1 Public Consultation

Hearing from all parts of the community is important whenever a major municipal service, like
transit, is being reviewed or studied. This section documents the approach and results of public
outreach and consultation efforts that were undertaken during this project.

There were extensive public outreach and consultation efforts in the data collection phases of the
study. The consultation process used several approaches to gathering input on the goals for transit
and STS, current challenges, and opportunities for improvement. These efforts included workshops,
focus groups, surveys; and accepting written and verbal comments via phone, the Internet and
post. The public were invited to provide input throughout the planning process. The rest of this
section describes the outreach and consultation activities in detail and the insights that were gained
by hearing from and talking to many people and groups throughout Saskatoon.

2.1.1 STEERING COMMITTEE VISIONING WORKSHOP

Throughout the project a Steering Committee provided input to STS and the consulting team.
Several meetings with the Committee were held, including a Visioning Workshop. This workshop
provided the Committee with the opportunity to discuss long-term hopes and short-term priorities for
transit in Saskatoon. The Committee was broken into three groups of ten and each group was
facilitated by one of the consulting team. The groups were asked to address four broad questions:
1. What should transit be trying to accomplish overall?

2. To what extent should transit be working to attract new riders?

3. What markets, land uses and key locations should receive higher priority for transit
service? (Maps of Saskatoon were provided for this exercise.)

4. What aspects of transit service need the most improvement?
After developing group answers for the four questions, the groups discussed their conclusions. The

small groups conclusions led to several larger discussions concerning the strategic direction of
transit in Saskatoon.

Page 11



IBI GROUP FINAL REPORT

October 2005

City of Saskatoon
SASKATOON TRANSIT STRATEGIC PLAN STUDY

The key visioning messages that appeared in each break-out group, and in the day’s overall
discussions, were:

General desire to improve the effectiveness of the transit system (with environmental,
economic and social benefits recognized) but efficiency must be maintained; this will
likely require significant changes and innovative approaches will be needed.

An overall direction should be to attract new ridership but this should be done without
increasing the net cost (subsidy). If new resources are invested in transit, the ridership
payback will have to be there.

Transit should concentrate on the most important markets, especially travellers to
downtown and the University (University could be a key focal point, taking some of the
transfer pressures off downtown); other key markets and land uses will be SIAST, the
Airport, major industrial-area employers, suburban centres, higher density residential
areas and new developments.

Important service improvement considerations will be better peak service (more
important than off-peak), route restructuring that better serves target markets, fare
policies that encourage ridership and better public information.

2.1.2 FOCUS GROUPS

A series of four focus groups were held to collect input from groups heavily impacted by transit
services. The groups included the business community, secondary students and institutions, the
High School Boards, low-income advocates, seniors and the mobility challenged.

Focus group meetings were held in City Hall and at the University of Saskatchewan. The focus
groups were held as group discussions led by members of the consulting team. Councillor Beverly
Dubois and STS staff attended most meetings. A set of preliminary questions structured the
discussions that often diverged into particular concerns held by the group. The discussions were
documented in meeting minutes that are that are summarized in the sub-sections below. The
groups were specifically asked:

1. How does transit benefit or affect your group/community?
2. How could transit better serve your group/community?

3. What partnership opportunities might there be between transit and your
group/community?

4. What other issues related to transit are important to your group/community?

Business Group Discussion: This focus group discussion was held October 19" at City Hall and
was attended by 12 members of the local business community including representatives from the
Saskatoon Chamber of Commerce; The Partnership; the Saskatoon Regional Economic
Development Authority, Inc; and several individual companies and small businesses.

Generally, manufacturing and service employers with large staffs and limited parking saw a greater
need for transit services than smaller companies or retailers who'’s transportation concerns were
more focused on customers. In general the group felt that most customers do not use transit to
shop. Many business participants saw transit as an important way of getting employees to jobs.
Travel costs are prohibitively high for some employees leading to recruiting or retention problems.
The costs associated with providing parking for employees can also be high, acting as a barrier to
growing businesses.
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It was felt that providing improved transit service to support growing businesses would benefit the
entire community. Several large employers, especially those with relatively low-wage jobs, reported
recruiting/retention problems associated with insufficient access or inadequate transit service. Some
employers are being challenged by significant growth (one plant has gone from 200 to 450
employees) and lack of access and inadequate transit service can limit opportunities for growth.

Negative impacts of current transit services on businesses were also discussed. Firms with the
least need for employee-oriented transit service tended to be the most critical of the perceived
negative impacts associated with transit. The downtown Transit Mall was a primary concern for
some participants, especially nearby retailers. On a larger level it was recognized that municipal
transit service contributes to the tax burden on businesses. The need to use tax money as
efficiently as possible and lessen the burden was recognized.

The greatest shortcomings in transit services employers identified are in scheduling, including hours
of service, followed by routings. The airport and some industrial areas do not have service, and
schedules do not always mesh well with changing shift times. Current transit schedules do not start
early enough to get workers to the earliest shifts (6:00 am and earlier in some cases), or return
them home from the later shifts. Limited transit schedules also reduce the flexibility of the workforce.
Some workers are not able to accept promotions because there is not enough transit service to
accommodate their new duties.

It was recognized that the changing shift schedules seen in manufacturing creates a challenge for
transit service. Seasonal and market-demand changes to shift times and staffing levels make
matching transit service to demand difficult.