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[bookmark: _Toc136017992]Executive Summary 
In the fall of 2022, the Town of Gravenhurst began a project to assess the feasibility of local transit services within the community. The objectives of the project were to first evaluate the need and demand for public transportation in Gravenhurst, second, consider what public transportation options could meet the identified need and finally to assess the feasibility of implementing the preferred public transportation option.
This executive summary highlights the final recommendations based on the analysis completed throughout this study. The full report provides additional details of the study including completed analyses and other transit options considered (including a status quo or “do nothing” option). 
[bookmark: _Toc116987371][bookmark: _Toc136017993]Public Transportation Needs
We engaged community stakeholders and members of the public at multiple points throughout the study to understand what current transportation challenges exist and to gauge residents’ support of public transportation. Through multiple engagement activities including an online survey and in-person and virtual engagement sessions, we had over 150 engagement touchpoints. Many of the residents who engaged with the team were active community members and spoke not only of their needs, but the needs of their community, including people experiencing homelessness and food insecurity, employees, and youth. Key concerns of the public include:
· Lack of affordable and adequate current transportation options: Private taxis, District of Muskoka, and charitable organization transportation services are not fully meeting transportation needs. Half of the survey respondents indicated that they’ve had to cancel plans or appointments at least once due to a lack of transportation. The cost and availability of transportation also varies greatly for rural and urban residents.
· Transportation barriers for businesses and jobseekers: Business owners face challenges in bringing in their workforce and potential employees face challenges in securing reliable transportation to and from work. 
· Seniors and youth: Seniors, which make up a significant portion of Gravenhurst residents, are worried about driving and want to be able to age in place without limiting transportation options. High school students seeking after-school employment or extra-curriculars have limited transportation options if destinations are not walkable.
Community response through the survey suggests that there is an appetite for investment in public transportation in Gravenhurst and that residents see the direct connection between reliable, affordable transportation and a high quality of life, access to employment, education, healthcare, and shopping. Public transportation is one option that is especially important for people who do not own a private vehicle or who do not drive by choice or due to a disability. Public transportation also aligns with the environmental sustainability goals of the town.
[bookmark: _Toc116987372][bookmark: _Toc136017994]Recommended Public Transit Service 
Five different options were considered and assessed based on how well they met the needs of the community and achieved other objectives, including financial sustainability. The different options spanned a range of investment levels, including no investment (i.e., the “do nothing” option). Figure ES - 1 demonstrates the relative ranking of options 1 through 5 for the goal of community-focused transportation, which was defined as a service that is designed and delivered to appropriately meet the current and future needs of the community. Based on our analysis, which considers projected demand, financial sustainability, and community input, option 5 is recommended. The implementation of public transit in Gravenhurst requires support from Town Council and they have the ultimate authority on the relevant decisions.
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[bookmark: _Ref134190421]Figure ES - 1: Relative ranking of different public transportation options
Option 5 consists of a transit service with two vehicles to provide an urban flex route and rural On Demand. It is recommended that Gravenhurst hire a third-party contractor to provide transit service. This is because a contractor can provide both economies of scale and expertise in service delivery. In this option, the service area would cover the entire Town. It is additionally recommended that this service would be implemented gradually with a two-phase approach. 
The flex route (see Figure ES - 2) combines a core scheduled transit route with deviations where the route would flex to meet requests. The flex route would provide service every 30 minutes for most of the day.
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[bookmark: _Ref134190406]Figure ES - 2: End state flex route map
Given the importance of regional connections, especially to Bracebridge, the flex route could deviate for a direct trip to Bracebridge at select times to fill schedule gaps in the Corridor 11 Bus service. However, this regional connection would require collaboration with the Town of Bracebridge and/or the District of Muskoka. 
On Demand service could be provided outside of the flex route boundaries. On demand refers to transit service being provided by request. To enhance efficiency, two On Demand service delivery models are recommended. One dedicated On Demand vehicle could operate in the area surrounding urban Gravenhurst, along Highway 11 and prominent adjacent commercial or high-need areas including Severn Bridge, Kilworthy, Klueys Bay, and the Muskoka Airport. This area is referred to as the Primary On Demand Area. 
In the Extended On Demand Area, outside of the Primary On Demand Area, agreements with taxi or ride-hailing companies can be made to provide the service. This is because demand is expected to be lower in the Extended Area, which is less efficiently served by a dedicated vehicle. 
All services would operate 7 days a week for the following hours:
· Weekday 8 AM – 7 PM
· Saturdays 9 AM – 7 PM
· Sundays 9 AM – 6 PM
The recommended service (see Figure ES - 3) meets community needs in a cost-effective and sustainable way. The Urban Flex Route integrates with On Demand service to provide greater capacity where demand exists in the Gravenhurst Settlement Area.
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[bookmark: _Ref134190381]Figure ES - 3: Recommended town-wide transit service

Rider Experience
Riders could have the ability to request a trip on demand using a mobile phone app, website or by calling in to a customer service agent. Trips can also be scheduled in advance for eligible riders, particularly those who require accommodations for accessibility needs under the Accessibility for Ontarians with Disabilities Act (AODA). Booking for all services would occur through the same platform, making it easier for people to use.
Riders using the core section of the flex route will not need to book trips. Scheduled times at specific locations will be provided to plan journeys around. As a result, wait times will be quite low (10-minute average) for most riders that will use the flex route. For On Demand users, wait times will be longer, likely averaging over 30 minutes. 
It is required under the AODA that an accessible service is available alongside any conventional transit service for users who need it. To achieve this accessible service, eligible riders will be provided with door-to-door trips on the On Demand services throughout Gravenhurst. For other On Demand users, trips will be provided between designated stops only.
Phased approach
Prior to the recommended end state transit service, an interim state transit service is proposed for initial implementation. The interim state would only provide On Demand service with one vehicle in the Primary Transit On Demand Area (see Figure ES - 4). The two-phase implementation approach minimizes risk to the Town while maximizing community benefit.

Rider Experience – Interim State
The rider experience of the interim state would be comparable to that of the On Demand service in the Primary On Demand Area described in the end state. The key difference would be that riders within the Gravenhurst urban area would have to book an On Demand trip between designated stops rather than using a scheduled service.
Service is initially expected to be quite good, with average wait times below 30 minutes and fairly direct trips during most times. As demand increases, the average wait time and trip time will start to increase and a transition to End State should be considered to appropriately accommodate demand and ensure good service quality. The transition from Interim State to End State could be triggered by specific ridership thresholds and service quality metrics. The decision to transition from Interim State to End State is ultimately made by Town Council. 
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[bookmark: _Ref134190351]Figure ES - 4: Interim State On Demand transit service area
Operational recommendations 
As mentioned previously, should the Town move forward with implementing transit, it is recommended that the town hire a third-party contractor for service delivery. The contractor would operate one On Demand vehicle in Phase 1 and a flex route and rural On Demand vehicle (two vehicles in total) in Phase 2. 
To help manage the transit service, we recommend designating a part-time transit administrator for the Town of Gravenhurst. This person would oversee contract administration, customer eligibility and service, marketing, and data analysis.
[bookmark: _Toc116987373][bookmark: _Toc136017995]Financial Impacts 
Fare Strategy
Recognizing the importance of financial sustainability heard during community engagement, the recommended fare strategy balances cost recovery, impacts on ridership, and equity considerations. Flex route fare would be a flat cost of $3 and On Demand fares would be distance-based ($4 for trips less than 5km, $6 for trips between 5 and 15 km, $13 for trips greater than 15km). Concession fares for specific groups (e.g., youth) and monthly passes are also recommended.


Annual Budget
Annual budget projections are set out in Table ES -  1. The table assumes that vehicles, On Demand software and fare collection systems would be incorporated into the operating costs to be paid to the contract operator. Municipal costs could be lowered if these items were capitalized and purchased by the municipality, as up to 80% of capital expenses are available through grant funding. Grant funding opportunities are provided by federal and non-profit sources and often leverage provincial funding. However, capitalizing the above items would increase the Town’s responsibility in terms of both work and risk.
Estimated revenues encompass provincial gas tax funding, fare revenue and grant funding for capital projects, such as stop infrastructure, contract procurement and marketing.
[bookmark: _Ref134190448]Table ES -  1: Financial Summary
	Budget Item
	Interim State
	End State

	Costs

	Operating cost (annual)
	 $       315,000 
	 $       580,000 

	Capital costs (one-time)
	 $       15,000 
	 $       10,000 

	Funding

	Revenues (annual)
	 $       160,000 
	 $       260,000 

	Municipal subsidy (annual)
	 $       155,000 
	 $       330,000 



[bookmark: _Toc136017996]Service Justification
Transit is an investment in the community and enables residents to access numerous activities. From the survey, 72 percent of all respondents were supportive of investment in transit. Of those who were not in favour of transit investment, they were more likely to be men, rural residents, and seasonal residents. These survey results in addition to industry trends suggest that transit investment will support equity-deserving groups like women and lower-income individuals. In addition, research has identified direct and indirect economic benefits from transit (see Figure ES - 5).
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[bookmark: _Ref134190284]Figure ES - 5: Economic benefits of transit
The recommended flex route and On Demand service was found to best meet the needs and values of the community. Figure ES - 6 displays the rationale for the recommended service configuration. 
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[bookmark: _Ref134190263]Figure ES - 6: Summary of recommended flex route and on demand service model rationale
Adopting a phased approach has several benefits. Firstly, while demand for transit is expected to quickly surpass what the service of the Interim state could provide, if the actual demand for transit is lower than projected, the community will not be burdened with transit costs that exceed their needs. Secondly, it requires less up-front financial commitment, making it easier to get started. Thirdly, On Demand trip data collected during the initial phase provides valuable travel pattern information, providing a better understanding of town-wide travel needs. Lastly, the condensed service area effectively covers most of the need and over 90% of the expected demand, while also leveraging faster roadways and connections to largest settlement areas to provide more efficient service. Overall, a phased approach provides a cost-effective and adaptable approach to meet the community’s transit needs.
[bookmark: _Toc116987375][bookmark: _Toc136017997]Study Overview
In the fall of 2022, the Town of Gravenhurst began a study to assess the feasibility of local transit services within the community. The objectives of the study (see Figure 1) included understanding current transportation challenges and considering what transportation solutions could be feasible and beneficial for the town.
[image: ]
[bookmark: _Ref133999250]Figure 1: Feasibility study objectives
The study followed the process and timeline illustrated in Figure 2. Aligned with the overall process, public and stakeholder engagement was conducted at important steps throughout the study.
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[bookmark: _Ref133999479]Figure 2: Study process and timeline
The study focused primarily on transportation within the town of Gravenhurst, but it is well understood that the regional connections to Bracebridge, throughout the District of Muskoka, and beyond are important for Gravenhurst. Stakeholders from the District were included in the study and recommendations relevant to regional connections were considered.
The remainder of the report is laid out as follows. Section 2 describes the current context of transportation in Gravenhurst and section 3 delves into the current transportation patterns. Section 4 describes the transportation options that were considered as part of the study, section 5 outlines the evaluation of those options, and section 6 describes the final recommendation. A detailed feasibility assessment is made in section 7 and section 8 outlines the next steps for the town following the end of this study.
[bookmark: _Toc116987379][bookmark: _Ref134001957][bookmark: _Toc136017998]Current Context
[bookmark: _Toc116987380][bookmark: _Toc136017999]Gravenhurst Planning Context
The current planning context for Gravenhurst is well-aligned with the goals of public transportation. While public transit is not mentioned explicitly in current planning documents, transportation and connectivity are acknowledged as features that enable and unlock opportunities in the town and the district.
[bookmark: _Toc136018000]Gravenhurst Official Plan and Strategic Plan
The Gravenhurst Official Plan was adopted in 2016 and aligns with the 2015-2020 Strategic Plan[footnoteRef:2]. The adopted vision emphasizes Gravenhurst as a destination and as an innovative city that is clean, green, intelligent, and sustainable. The plan further describes the importance of balancing economic growth and year-round job opportunities while preserving the beautiful environment that is a source of tourism for the town. Within this context, the plan identifies transit and active transportation as opportunities for sustainable transportation for the town. Transit and active transportation can also remove barriers to accessing jobs, tourist attractions, and local business, which are all identified as goals within the plan. [2:  At the time of writing, an updated Strategic Plan is still under development.] 

[bookmark: _Toc136018001]Muskoka Official Plan
Gravenhurst is within the District of Muskoka and is influenced by the Muskoka Official Plan that was consolidated in 2019. The Muskoka Official Plan closely aligns with Gravenhurst’s Official Plan and emphasizes the importance of a vibrant economy integrated with a healthy natural environment and a caring community. The plan further recognizes the importance of connectivity and transportation across the district and the need to support this transportation in an environmentally sustainable way.
[bookmark: _Toc116987384][bookmark: _Toc136018002]Prior Public Transit in Gravenhurst
There were two previous implementations of public transit in Gravenhurst that are no longer operating. The first operated in the early to mid- 2000’s. The second, most recent implementation was a limited-service pilot called the Loop that operated between July 1, 2017 and December 21, 2017. It took advantage of the downtime of the regional Corridor 11 bus service to run a fixed route loop around downtown Gravenhurst (see the route in Figure 3). The service ran 11:30am to 2:30pm on Tuesdays through Thursdays.
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[bookmark: _Ref134777671][bookmark: _Ref134777666]Figure 3: Route map for previous transit pilot
The constrained nature of the Loop pilot both in terms of hours of operation and the length of the pilot itself limited the ability to track performance over an extended period of time. Following the conclusion of the pilot, the public and town had mixed perceptions of its overall success. Some people wanted to see an expansion of service and others felt the lower ridership constituted a failure. Average ridership on Wednesday’s resulted in approximately 5.6 trips per hour, which is similar to the pre-pandemic hourly ridership in the Town of Bracebridge (6.8 trips per hour). 
Transit ridership can grow quite slowly when a new service starts, taking up to three years to fully mature. The public must be made aware of the service and then they must gain confidence in the service reliability before they begin to alter their transportation choices to include transit. Given that performance of the Loop was able to rapidly approach the pre-pandemic ridership performance of nearby Bracebridge Transit, a long-term transit program has the potential to garner significant interest if given sufficient time for ridership to mature.
[bookmark: _Toc116987381][bookmark: _Toc136018003]Current State of Transportation
With respect to the current state of transportation in and around Gravenhurst, there are a number of transportation services. 
[bookmark: _Toc116987383][bookmark: _Toc116987382][bookmark: _Toc136018004]Neighbouring and Regional Public Transportation
The nearby communities of Bracebridge, Huntsville, and Orillia have public transit services. Bracebridge operates one conventional route that runs on a 1-hour one-way loop and operates a specialized door-to-door service for those with mobility challenges by request. Huntsville similarly operates one conventional route and specialized service by request. Orillia operates six conventional routes at an hourly or half hourly frequency and offers a specialized service by request.
At a regional level, Ontario Northland connects Gravenhurst by bus to the South as far as Toronto and to the North towards North Bay and other destinations. There is a train station in Gravenhurst that used to be serviced by Ontario Northland trains, but it is not in service currently. Provincial plans for the reintroduction of passenger train services between Toronto and Timmins include a planned stop in Gravenhurst as well as nearby in Bracebridge and Washago.
[bookmark: _Toc136018005]District of Muskoka Public Transportation
The District of Muskoka offers two regional services that serve Gravenhurst residents to varying degrees. The first is the Corridor 11 bus service that goes along provincial Highway 11 between Huntsville and Orillia. It operates on a fixed schedule making six trips (3 southbound and 3 northbound) on weekdays. The second is the Rural and Community Connection (RCC), which runs limited East-West service that is scheduled and slightly flexible (i.e., there are flag stops that can be added to the route by request). The RCC has distinct Tuesday and Thursday routes that connect a slightly different set of communities. Gravenhurst is connected to Bracebridge and west to Midland via the Thursday route. Additionally, the District offers subsidies for individuals who have financial need and insufficient access to transportation options through the Specialized Transportation Fund.
[bookmark: _Toc136018006]Other Community Transportation services
A number of community organizations provide additional transportation services that are targeted at specific users. The senior residences and retirement homes in the area offer some transportation services that are exclusively for their residents. Medical-related trips can be supported through the Canadian Cancer Society (for cancer-related appointments) and the Red Cross (at some cost to the user). Gravenhurst Against Poverty (GAP), a local charitable organization, supports low-income Gravenhurst residents through taxi chits and limited direct transportation through a volunteer driver. 
[bookmark: _Toc136018007]Taxis and other ride-hailing services
There are a couple of taxi companies operating within Gravenhurst: Gravenhurst Taxi and Bala Taxi. These companies operate across the district and therefore do not have consistent availability within Gravenhurst specifically. Other ride-hailing services, like Uber and Lyft are not currently available in Gravenhurst.
[bookmark: _Toc116987385][bookmark: _Toc136018008]Hearing from the Community
Community input was important to inform the current state of transportation in Gravenhurst as well as to consider what public transportation options might be suitable. Community input also supplemented available data to provide more insight into current travel patterns.
There were five key opportunities to hear from the community and key stakeholders:
· Discovery workshops: at the outset of the study, three discovery workshops were held with Town staff, District staff, and community stakeholders. These were structured to get a sense of the current state, future priorities, wants, and constraints for potential public transportation.
· Stakeholder working group (SWG): a working group was struck, comprised of 10 individuals who represented the interests of the Town, the District, GAP, the BIA (Business Improvement Area), the high school, library, and the health unit. Three SWG workshops were held throughout the study to develop a vision for public transportation in Gravenhurst and to develop and refine transportation options.
· Public engagement: two in-person engagement sessions were held to elicit feedback on the potential options. One was an informal pop-up at the Gravenhurst Public Library and the other was a presentation followed by a design charette at the Gravenhurst Opera House.
· Public survey: a survey was launched in conjunction with the in-person engagement. Responses were accepted online and in-person through the town. There was a total of 133 respondents. Details on the survey and the responses can be found in Appendix A: Survey results 
· Council working session: the project team also presented current state findings to Council in a working session. Council had an opportunity to ask questions and discuss the findings to date.
Table 1 summarizes the feedback received through the various engagement activities and provides a high-level response to how the feedback will be addressed in the recommendations.
[bookmark: _Ref134089953][bookmark: _Ref134089947]Table 1: Summary of feedback received through engagement, organized by most commonly heard to least
	Public Feedback
	Response

	We want to increase access for those who have limited transportation options due to cost, age, and disability. The current transportation options do not adequately meet needs and are prohibitively expensive. 
	Potential solutions should meet the broad range of transportation needs of Gravenhurst residents. Fares should be affordable. Accommodations should be made for residents with mobility challenges.

	The aging population in Gravenhurst want to stay in their homes (age in place). They want good transportation options for when they are not able to drive themselves anymore.
	Potential solutions should provide town-wide service allowing older residents to age in place. Accommodations should be made for residents with mobility challenges.

	We want to increase independence and reduce social isolation.
	Potential solutions should be available to all residents and should not be prohibitively expensive or only available to certain residents (e.g., medical trips only).

	We want to save money on personal transportation.
	Potential solutions should have affordable or free fares.

	We want to remove transportation barriers for employers and employees. Employers have trouble finding staff with reliable transportation and jobseekers without reliable transportation have challenges finding and getting to work.
	Potential solutions should be reliable and available before and after business hours to accommodate workers. This should also accommodate shift workers and seasonal workers if possible.

	We want local businesses to succeed through increased economic activity when people can have easy access to stores.
	Potential solutions should connect to local businesses and tourist attractions in town.

	We want rural Gravenhurst residents to have access to affordable public transportation options, not just urban residents.
	Potential solutions should provide service to rural and urban parts of Gravenhurst.

	We want a solution that does not increase taxes.
	Potential solutions should be financially sustainable.



[bookmark: _Ref134647780][bookmark: _Ref134648376][bookmark: _Ref134651786][bookmark: _Toc136018009]A Vision for Public Transportation in Gravenhurst
Working with the Stakeholder Working Group, the following vision was developed for public transportation in Gravenhurst:
To enhance mobility options for all Gravenhurst residents and increase access to opportunities in a compassionate, accessible, and flexible way. Today and into the future.

Furthermore, eight objectives were developed to support the vision and illustrate specific areas of interest.
Table 2: Objectives for public transportation in Gravenhurst
	Objective
	Description
	Indicators

	Community-focused
	The service is designed and delivered to appropriately meet the current and future needs of the community as defined by the community.
	Usable for all residents (i.e., no eligibility requirements)
Increase in trips per person
Ridership
Rider satisfaction

	Flexibility
	People can travel when they need to and want to.
	Service hours
Wait times

	Accessibility
	People with disabilities and those who use mobility devices can use the service.
	Walking distance to a stop
Vehicle accessibility

	Compassionate and safe
	Transit is safe and meets the needs of those who need it most, including neighbours experiencing homelessness.
	Safety policies, including driver training
Fare policy (e.g., concession fares)

	Cost effective
	The service provides good value for its cost and is financially sustainable.
	Fare structure
Municipal cost per trip
Revenue cost ratio

	Local connectivity
	Transit connects people from where they are to where they are going within Gravenhurst.
	Percentage of Gravenhurst covered

	Regional connectivity
	Some travel needs extend outside of Gravenhurst. Transit connects with other transportation services and neighbouring municipalities.
	Number of connections to other communities
Number of connections to other transportation services (e.g., Corridor 11 bus)

	Meeting rural and urban needs
	Transit provides connectivity equitably to meet the travel needs of rural and urban residents.
	Increased access to destinations for urban and rural users



[bookmark: _Toc116987386][bookmark: _Ref134001964][bookmark: _Toc136018010]Gravenhurst Transportation Patterns
To support greater understanding of the community’s current and future transportation needs and challenges, it is important to consider community demographics, the built form and layout of the community, and the community’s travel patterns.
[bookmark: _Toc136018011]Community Demographics 
Understanding the built form and demographics of a community is essential to developing effective public transportation solutions. For Gravenhurst, several built form and demographic factors are crucial to consider when it comes to transportation needs and demands. These factors include urban vs. rural settlement, seasonal vs. permanent residents as well as the distribution of older adults, lower-income individuals, persons with disabilities and school-aged children and youth. Industry research and insight from discovery interviews indicates that populations from the latter of these demographic factors have a greater need and demand for public transportation solutions in Gravenhurst. 
Rural and Urban Residents
Both urban and rural residents could benefit from public transportation, though for slightly different reasons. Generally speaking, urban residents tend to have a greater demand for public transportation compared to rural residents. This is partly because their most common trips tend to be shorter distance and can be accomplished through walking, biking, or transit. People without reliable access to their own car are encouraged to settle in urban areas and tend to use public transportation frequently. 
On the other hand, rural residents without a car typically have no other transportation options. Therefore, the lack of transportation options in rural areas often creates a significant need when someone does not have access to a car.
The Town of Gravenhurst is characterised by large rural areas punctuated by settlement areas, the largest of which is the urban core of Gravenhurst on Lake Muskoka. The settlement pattern in the urban core is significantly different from the rest of the town. These differences pose several challenges for residents and travellers depending on where they live and are travelling to. The urban core is characterised by a tightly knit grid network of roads that are moderately level. Many roads are well lit and have paved sidewalks or wide compacted shoulders that allow for pedestrian and cycling access. The majority of community services and businesses reside within the urban core, and residents from across the town journey here to access groceries, community spaces, schools, shopping and medical services. Within the urban core of Gravenhurst, residents comment that the community is very walkable. 
The rural areas and settlement areas outside of the urban core are sparse and connected by winding, single-lane roadways and highways. These roadways may have limited lighting and seldom have safe pedestrian access. Residents living in the rural parts of Gravenhurst or the smaller settlement areas such as Kilworthy, Klueys Bay and Houseys Rapids often have to take long trips to Gravenhurst, Bracebridge or Orillia to access goods and services. The only available transportation options for many of these residents is their personal vehicle, or private taxi services.
As following sections will show, the disparity in built form between the rural and urban communities within Gravenhurst correlate with additional challenges and inequities that create barriers to travel and limit residents’ ability to participate in their community.
Low-income populations
Low-income populations tend to use transit more as they are more likely to have unreliable private transportation. Figure 4 shows the distribution of low-income households in Gravenhurst. 
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[bookmark: _Ref134455681][bookmark: _Ref134608197]Figure 4: Percentage of low-income households in Gravenhurst dissemination areas[footnoteRef:3],[footnoteRef:4] [3:  Map is based on 2021 Statistics Canada Census data. ]  [4:  Note that no data is available for the northeastern portion of Gravenhurst and an urban dissemination area due to Statistics Canada privacy policy.] 

The urban area has much higher percentages of low-income households as compared to the rural area. This is likely because there are several social housing locations downtown alongside access to social services, healthcare and employment opportunities. Further analysis helps to highlight a secondary area of low-income households along the Highway 11 corridor. Discovery interviews confirmed that these areas have some of the greatest need for expanded transportation options and shared instances of individuals walking along the highway to get into town. 
Seniors
Generally speaking, seniors are an important demographic to consider when determining public transportation demand. As individuals age, their likelihood in acquiring a disability which may limit them from driving increases. As a result their reliance on public transportation options will also increase. The current distribution of seniors, persons aged 65 years and older, is shown in Figure 5. 
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[bookmark: _Ref134455769]Figure 5: Percentage of seniors in Gravenhurst dissemination areas[footnoteRef:5] [5:  Map is based on 2021 Statistics Canada Census data.] 

The highest concentration of seniors is in the southern urban area. This corresponds with the Muskoka Shores Care Community nursing home and the Granite Ridge Retirement Residence being located in that area. Moderately high concentrations of seniors are found adjacent to Lake Muskoka and Kashe Lake. 
Similar to general population trends across the country, the proportion of seniors in Gravenhurst is expected to increase. Therefore, the distribution of seniors within Gravenhurst is an important consideration for developing public transportation options.
Persons with disabilities
The concentration of persons with disabilities is highly correlated with seniors’ populations and with low-income populations. Services and residences catering to persons with disabilities are predominately located in the urban area. 
Seasonal and Year-round Residents
Gravenhurst also has a beautiful natural environment and subsequent tourism industry that leads to an increased population in the summer months. There are an estimated additional 11,000 seasonal residents[footnoteRef:6], increasing Gravenhurst’s population by nearly 90 percent in the summer. It is understood that many seasonal residents are retired seniors that live by the water in the more rural parts of Gravenhurst, such as along Lake Muskoka and Kashe Lake. These seasonal residents have a high income and tend to drive their own cars and are not expected to be transit users. The tourism industry also attracts seasonal employment, and these individuals do not typically have their own vehicles. In discovery sessions, we heard how local businesses deal with unreliable transportation. Some local resorts house their employees at the resort to overcome transportation barriers, and a nearby McDonald’s operates a shuttle to bring employees to and from work. Not all local businesses have the resources to solve employees’ transportation challenges and it is expected that good public transportation could support local businesses. [6:  Based on Gravenhurst’s Community Profile. https://www.gravenhurst.ca/en/doing-business/community-profile.aspx] 

School-aged Children and Youth
Children and youth tend to have many of their transportation needs met through school buses and through rides from their guardians. However, high school-aged youth in particular can have part-time jobs or extra-curricular activities that may be difficult to access without a vehicle. This makes access to both jobs and increased social interaction limited for such age groups in Gravenhurst. It can be noted that youth populations are fairly evenly spread throughout Gravenhurst. However, some slightly higher concentrations are found in the following areas: the Severn Bridge and south Sparrow Lake area; the southwest urban area, between Winewood Ave. and Lofty Pines Dr. and between Muskoka Beach Rd. and Highway 11. Generally speaking, youth transit ridership is important for employment access and for developing long-term sustainable transportation patterns.
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Figure 6: Percentage of youth in Gravenhurst dissemination areas[footnoteRef:7] [7:  Map is based on 2021 Statistics Canada Census data.] 

[bookmark: _Toc136018012]Community Travel Patterns
Insights on current community travel patterns were made based on results from the community survey, discovery interviews, and detailed built form assessment. Results from the community survey support expectations that shopping and particularly grocery shopping is a critical trip purpose (see Figure 7). It is expected that the major travel flows that are not currently being met are between areas with high concentrations of seniors and grocery stores and other retail opportunities. As a result, the most significant travel flow will likely run between downtown Gravenhurst and the southern area of the urban area. 

[bookmark: _Ref135042483]Figure 7: Results of survey question “What is the purpose of your most common trip?”
Figure 8 shows significant demand points within the urban area.
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[bookmark: _Ref134456169]Figure 8: Key demand points within urban Gravenhurst
In the rural parts of Gravenhurst, demand is expected to be concentrated along the Highway 11 corridor where there are high concentrations of motels, mobile home parks, and businesses.
Regional Connections
Regionally, demand to and from Bracebridge is expected to be significant. The towns are relatively close to each other and Bracebridge acts as somewhat of a regional centre for Gravenhurst. Survey responses overwhelming indicate Bracebridge as a desired area of improved regional transit. Figure 10 shows a word cloud of desired regional transit destinations from Gravenhurst. Walmart, the hospital, the Sportsplex, downtown and medical clinics are all points of interest within Bracebridge.  
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[bookmark: _Ref134456274]Figure 9: Word cloud based on the frequency of responses to the survey question, “What destinations outside Gravenhurst would be important for transit to go to?”
[bookmark: _Toc136018013]Projected Transit Demand
To better understand the extent to which Gravenhurst residents might use potential public transit to meet their transportation needs, transit demand was modelled. This projected transit demand considers demographic information, an assessment of built form and land use, and community input. The following demand projections assume a service with a 30-minute frequency, operating 12 hours a day and fare structure roughly comparable to Bracebridge. Projected demand will fluctuate based on the quality of service provided and the cost of service amongst other factors.
Demand is projected to be overwhelmingly concentrated in the urban area. Figure 11shows projected demand across the Town while Figure 12 displays demand within the urban area. 
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[bookmark: _Ref135042823]Figure 10: Transit demand projections in the entire town
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[bookmark: _Ref135042840]Figure 11: Transit demand projections in the urban area
Overall, the projected demand for transit services indicates that there is significant potential for transit ridership in Gravenhurst and validates further consideration of public transportation solutions.
 



[bookmark: _Ref134001968][bookmark: _Toc136018014]Public Transportation Opportunities
Technology and innovation in recent years have expanded the number of public transportation solutions that are being implemented in both large and small communities. This section examines what public transportation opportunities exist and considers which may be appropriate for the Gravenhurst context.
[bookmark: _Toc136018015]Rural Public Transportation Options
There are a wide variety of public transportation options that can be appropriate for a rural community, depending on the specific context (e.g., travel patterns, key destinations). Several contributing factors have made demand-responsive transportation services more popular in recent years, including innovations in transit technology (especially dynamic scheduling and routing software), the increased popularity of ride hailing services (e.g., Uber, Lyft) and the sharing economy (e.g., bikeshare, carshare).  
Figure 11 illustrates the full spectrum of public transportation options that could be appropriate for a rural community, from a conventional fixed-route service to carpooling. While conventional fixed-route service is often associated with large 40-foot buses, this service can be right-sized for a smaller community by having a smaller vehicle operate the service.
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[bookmark: _Ref134458084]Figure 12: The spectrum of public transportation options
[bookmark: _Toc136018016]Peer Review
Table 3  summarizes public transit in communities near to and similar to Gravenhurst. This peer comparison gives an idea of what transit in other communities looks like.
[bookmark: _Ref134459542]Table 3: Summary statistics of transit services in peer communities
	Community
	Population[footnoteRef:8] [8:  Based on 2021 Statistics Canada Census data.] 

	Transit Service Description
	Service Hours

	Bracebridge
	17,305 


	1 conventional fixed route. The route is a 1-hour loop.

Specialized, shared-ride door-to-door service for riders with mobility challenges.
	Monday to Friday: 7:30 am to 6:30pm
Saturday: 8:30 am to 6:30 pm
Sunday: No service
Specialized service: same hours as conventional

	Huntsville
	21,147 
	1 conventional fixed route.

Specialized door-to-door service for riders with mobility challenges.
	Monday to Friday: 8:00 am- 6:00pm
Saturday: 10:00 am to 6:00pm
Sunday: No service
Specialized service: 8am-5pm Monday to Friday

	Wasaga Beach
	24,862
	2 conventional fixed routes.

Specialized, shared-ride door-to-door service for riders with mobility challenges.
	Monday to Friday: 7:00 am- 9:00pm
Saturday: 7:00 am- 9:00pm
Sunday: 7:00 am- 9:00pm
Specialized service: same hours as conventional

	Collingwood
	24,811
	4 conventional fixed routes. 

Specialized door-to-door service for riders with disabilities.
	Monday to Friday: 6:30am to 9:00 pm. Saturday: 7:00 am to 9:00 pm
Sunday: 9:00am to 9:00pm
Specialized service: 7:00 am to 9:00pm Monday to Sunday

	Midland-Penetanguishene
	27,894
	2 conventional fixed routes. 1 operates in Penetanguishene and 1 operates in Midland.
	Monday to Friday: 6:30-5:45 pm. Saturday: 8:30-4:45pm.
Sunday: No service 

	Gravenhurst
	13,157
	
	



The peer communities selected are larger by population than Gravenhurst, with Bracebridge being the nearest in size. All of the peer communities have conventional fixed-route services and four of the five also have specialized service. Midland-Penetanguishene does not offer specialized service directly but refers to nearby communities’ specialized service and accessible taxi services on their website. The service hours vary from community to community, with Wasaga Beach and Collingwood offering evening service to 9 pm and service on Sundays. Both Wasaga Beach and Collingwood have significant outdoor activities and tourism which may be a contributing factor to having more transit service.
[bookmark: _Toc136018017]Service Options
Five different options were developed for further consideration in public engagement and additional analysis. The different options spanned a range of investment levels, from no investment (i.e., the “do nothing” option) to a fulsome public transit system.
[bookmark: _Toc136018018]Option 1: Status Quo 
Option 1 is the “do nothing” option. Existing transportation services that are available continue as-is (see Figure 12). Nothing changes for the general public.
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[bookmark: _Ref134707948]Figure 13: Summary of existing transportation options
[bookmark: _Toc136018019]Option 2: Operations Coordination 
Option 2 involves pooling the existing transportation services together. The main recommendation is to hire a dedicated staff member to oversee trip booking and user eligibility. This would increase the number of trips available to users and service efficiency.
This would not change current eligibility criteria for the existing services (see Figure 12), meaning that nothing changes for the general public. For those who are eligible for one or more of the existing services, their experience may be simplified as illustrated in Figure 13.
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[bookmark: _Ref134708120]Figure 14: A comparison of the process of booking a trip currently and with option 2 implemented
[bookmark: _Toc136018020]Option 3: Subsidized Ridesharing 
Option 3 involves a variety of transportation providers (such as private taxis and ride hailing companies) providing their own services town-wide. The Town would negotiate with these different providers and offer subsidies to providers who maximize ride sharing. This will require providers to pass on savings to customers who are willing to book a shared ride with other residents. This option could leverage existing businesses and relies on partnerships with transportation providers.
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Figure 15: Option 3 Subsidized Ridesharing
From a user’s perspective, this would require users to request a shared ride at a subsidized fare that would include other passengers and additional stops. This will not prevent residents from taking a typical taxi trip at the full fare.
Table 4: Option 3 projected service indicators
	Average Wait (Minutes)
	Average Trip Time (Minutes)
	Projected Daily Ridership
	Municipal Cost per Trip ($)

	15-45
	6-10
	40-100
	10-20



[bookmark: _Toc136018021]Option 4: On demand Transit
Option 4 involves a town-designed on demand service using one smaller vehicle throughout Gravenhurst. Trips would be scheduled dynamically allowing for near real-time requests for trips similar to ride hailing services but will be shared with other passengers. 
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[bookmark: _Ref134524439]Figure 16: Option 4 On Demand Transit
From a user’s perspective, this would require users to request a ride from the on demand transit service at the moment they wish to travel or some time in advance. Trips will be shared with other riders. The service will not bring users door-to-door, but rather to certain designated stops that are within walking distance to their pick-up and drop-off location. For users with disabilities or mobility challenges, door-to-door service could be provided.
Table 5: Option 4 projected service indicators
	Average Wait (Minutes)
	Average Trip Time (Minutes)
	Projected Daily Ridership
	Municipal Cost per Trip ($)

	45-65
	10-15
	20-50
	11-15



[bookmark: _Toc136018022]Option 5: Flex Route and on demand transit
Option 5 involves two types of transit services: flex route (Figure 14) and on demand (same as Option 4, see Figure 13). The flex route will run in the urban area of Gravenhurst on a mostly fixed route and fixed schedule, with some deviations when requested. The on demand service would cover the rest of town, the same as Option 4.
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[bookmark: _Ref134524420]Figure 17: Option 5 Flex Route
Residents within the Gravenhurst urban area would be able to use the flex route service without booking a trip, instead waiting at a scheduled stop. If requested, the bus could "flex" along pre-defined routes to reach other destinations. 
Outside of the urban area, residents could request a ride from the on demand transit service at the moment they wish to travel or some time in advance. Trips would be shared with other riders, and residents may need to walk a short distance to or from their stop. For users with disabilities or mobility challenges, door-to-door service could be provided.
Table 6: Option 5 projected service indicators
	Average Wait (Minutes)
	Average Trip Time (Minutes)
	Projected Daily Ridership
	Municipal Cost per Trip ($)

	15-35
	8-12
	80-120
	8-11



[bookmark: _Ref134001973][bookmark: _Toc136018023]Options Evaluation
[bookmark: _Toc136018024]Selecting a Preferred Service Design
In order to select a preferred service design, a fulsome analysis of the five initial alternatives was conducted, including:
· Performance analysis against the objectives developed in Section 2.5
· Consolidation of feedback from public engagement, the stakeholder working group, and town staff
The feedback provided was also used to modify and refine the options to develop the final recommendation. 
[bookmark: _Toc136018025]Meeting the objectives
The options were evaluated based on the objectives developed in Section 2.5 and a summary of the evaluation is in Table 7. As anticipated, the do-nothing alternative (option 1) does not fully meet any objectives, while the options that involve adding transportation services (options 3,4, and 5) meet more of the objectives.

[bookmark: _Ref135817482]Table 7: Summary of options performance against identified objectives
	Objective
	Option 1:
Status Quo
	Option 2:
Operations Coordination
	Option 3:
Subsidized Ridesharing
	Option 4:
On Demand Transit
	Option 5: 
Flex Route & On Demand

	Community-focused
	1
	2
	3
	3
	4

	Flexibility
	0
	1
	4
	2
	3

	Accessibility
	2
	2
	3
	4
	4

	Cost effective
	2
	2
	3
	3
	4

	Local Connectivity
	3
	3
	3
	3
	3

	Regional Connectivity
	2
	2
	3
	3
	4

	Meeting Rural and Urban Needs
	1
	1
	3
	3
	4



	Legend:
	0
	Does not meet objective

	
	1
2
3
	Somewhat meets the objective

	
	4
	Fully meets the objective



The following paragraphs summarize the results of the evaluation against each of the objectives.
Community-focused
Option 5 is the most community-focused option. It best meets community need as it captures all the projected demand while options 1,2 and 4 would not. A ridesharing option (Option 3) would be expected to have higher individual costs that would deter some from using the service and therefore does not meet the goal of an affordable transportation option. Ultimately, option 5 would best enable access to a transit service for all those who would want to use it. 
Option 5 is also structured for long-term sustainable transit growth and aligns with the Town’s sustainability goals. A flex route becomes more efficient as demand grows while on demand and ridesharing become less efficient when demand grows. The semi-fixed structure of a flex route creates positive reinforcement for sustainable development practices including better enabling active transportation.
Flexibility
Option 3 provides the most flexible service. Ridesharing creates less trip pooling which allows for more direct trips. Wait times for ridesharing would be comparable to that of Option 5 (15-45 min compared to 15-35 min) and lower than those of Option 4 (15-45 min compared to 45-65 min). Options 1 and 2 would require advance booking and provide limited trip options, resulting in poor flexibility.
Accessibility
Options 4 and 5 could provide door-to-door accessible service to everyone who needs it. The accessibility of Option 3 relies on whether partner organizations have accessible vehicles. While Options 1 and 2 provide door-to-door service, the availability of accessible vehicles is limited.
Additionally, the flex route was designed to limit walk distances to stops, particularly for places seniors are more likely to travel to and from. Designated stops could also be selected based on these objectives as well.
Compassionate and Safe
Option 5 provides the most targeted service towards those that would need it most. The flex route provides a higher level of service in urban areas that are more likely to be lower income and have some of the highest concentrations of seniors in the Town. Additionally, the route has been designed to effectively serve seniors residences, social housing locations, and other points of need. 
Option 4 would provide a broad service coverage but would not be able to meet demand during all time periods, which most inconvenience those with less options. The higher individual costs likely with Option 3 could create barriers for some that need the service.
Options 1 and 2 would not be able capture many trip needs.
The options do not have significant variations in levels of safety which is mostly determined in operational planning.
Cost effective
Option 5 is expected to be the most cost-effective solution, with the lowest projected municipal cost per trip ($8-11 per trip compared to $10-20 for Option 3 and $11-15 for Option 4). The flex route is the most efficient service, as its relatively consistent routing and its concentration in the highest demand area allows for better pooling of riders. Pooling refers to multiple riders using the service at the same time. 
The cost per trip for Option 3 is highly uncertain due to limited examples in its application. Additionally, individual trip costs would likely be higher with this option. 
Options 1 and 2 would not effectively pool trips and therefore are not expected to be very cost effective. 
Local Connectivity
Options 1 through 5 would all broadly connect locations within the Town of Gravenhurst.  
Regional Connectivity
The only option that could feasibly provide increased connectivity to Bracebridge is Option 5. Demand between Bracebridge and Gravenhurst is expected to be high. If financial collaboration can be achieved with the Town of Bracebridge and/or the District of Muskoka, this feature should improve transit cost effectiveness.
Options 3 and 4 provide better regional connectivity by enhancing the level of local service connecting to regional services (e.g., Corridor 11 bus stops). Options 1 and 2 are not expected to significantly improve regional connectivity. 
Meeting Rural and Urban Needs
All options serve both rural and urban needs to different degrees. Based on an understanding of the current services, Option 1 is not meeting these needs and Option 2 has limited capability to significantly improve the performance. Option 5 is able to better meet the needs of rural and urban residents by better tailoring service according to the different demand and operational characteristics of rural and urban environments. 
[bookmark: _Toc136018026]Community Feedback
The community provided feedback on their interest in transit investment within Gravenhurst as well as the five options presented. Engagement through a public information session as well as a community survey garnered over 150 touchpoints and significant participation in defining the role of transportation within the community. 
The community survey received 133 responses. As shown in Figure 18, the vast majority of respondents wanted to see transit investment in the community. 

[bookmark: _Ref135829627]Figure 18: Results from the survey question, “Do you think that the town should invest in transit?”
All options, except Option 1 involve some transit investment. From the survey, there was a clear preference for Option 5, with 56% of survey respondents indicating it was their preferred option. The next closest option was Option 4 at 10%. Figure 19 shows the survey results of Option preferences. Sessions with the Stakeholder Working Group also communicated a clear preference for Option 5. Discussion at the public information session highlighted significant interest in Options 5 and 3.

[bookmark: _Ref135830007]Figure 19: Results from the survey question, “What is your preferred option?”






Those that selected Option 5 as their preferences, felt it best met their and the Town’s transportation needs (see Table 8 for a summary of survey responses). People also thought the option best set the community up for future growth and sustainability.
[bookmark: _Ref134001980]
[bookmark: _Ref135830848]Table 8: Summary of survey questions that ask whether respondents’ needs are met by the option
	Does this option meet your transportation needs?

	
	Yes
	Somewhat
	No

	Option 1: Status Quo
	16%
	17%
	67%

	Option 2: Operations Coordination
	10%
	26%
	64%

	Option 3: Subsidized Ridesharing
	15%
	40%
	45%

	Option 4: On demand transit
	26%
	50%
	24%

	Option 5: Flex route and on demand
	56%
	22%
	22%



From both the survey and the public information session, there was an interest in Option 3 and several people cited the example of transit ridesharing with Uber in Innisfil as a positive innovation that should be copied. However, since its implementation, it has had unexpected uptake that has corresponded with much higher costs than expected for Innisfil[footnoteRef:9]. [9:  When a Town Takes Uber Instead of Public Transit - Bloomberg] 

Another important theme from the survey and to a lesser extent from the public information session was the concern of potential increase in taxes and the long-term financial sustainability of transit investment. The fare structure and budget for the final recommendation were adapted to address this concern.
[bookmark: _Toc136018027]Preferred Transit Service for Gravenhurst
[bookmark: _Toc136018028]Refined Transit Service Design for Gravenhurst
The options evaluation indicates that a town-wide transit service with two vehicles providing an urban Flex Route and rural On Demand is preferred for the Town of Gravenhurst, and will adequately meet the community’s needs. All services would operate 7 days a week, with service on weekdays between 8 a.m. and 7 p.m, service on Saturdays from 9 a.m to 7 p.m. and service on Sundays from 9 a.m. to 6 p.m. The scope of the refined service is illustrated in Figure 20 below.
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[bookmark: _Ref135833028]Figure 20: Recommended town-wide transit service highlighting the Urban Flex Route and On Demand Areas as described in the sections that follow.
The refined transit service design combines the convenience of fixed, scheduled trips within the urban core with the flexibility of on demand transportation to customers in rural parts of Gravenhurst. Riders using the Flex Route will not need to book trips if travelling along the core section of the route (see Section 6.1.1) and can instead rely on scheduled arrival times at specific locations. The 30-minute frequency of the Flex Route will ensure that riders have reliable and consistent schedules that they can plan journeys around. Riders who would like to board from locations on the Flex section of the route can request a trip using a mobile app or by calling a booking agent. In most instances, riders on the flex section of the route will not have to wait more than 30 minutes for their trip to pick them up.
Riders using the On Demand service (see Section 6.1.2) must request a trip at a specific time, usually through a mobile app, website or by calling a customer service agent. Most On Demand users will be able to travel between designated stops and select addresses within Gravenhurst within the Primary On Demand Area. Customers in the Extended On Demand Area, where service is expected to be provided through partnerships with local taxi or ride hailing companies, may be provided door to door. Additionally, it is required under the Accessibility for Ontarians with Disabilities Act (AODA) that an accessible service is available alongside any conventional transit service for users who need it. To achieve this accessible service, eligible riders will be provided with door-to-door trips on the On Demand services throughout Gravenhurst regardless of where they are travelling.
For On Demand users who request the earliest possible trip wait times could average over 30 minutes depending on the proximity of the vehicle at the time of request. Trips can also be scheduled in advance for eligible riders, particularly those who require accommodations for accessibility needs under the AODA. Additionally, eligible customers under the AODA may be granted door-to-door service. Regardless of the eligibility of a particular customer, booking for all trips would occur through the same platform, making it easier for people to use and ensure that the vehicle is routed efficiently to serve all customers.
As discussed in Section 6.2, it is recommended that the Town explore a two-phased approach that would see a limited Interim State with On Demand service within the Primary On Demand Area before proceeding to the End State by introducing the Urban Flex Route and expanding service to the Extended On Demand Area. 
[bookmark: _Ref134700597][bookmark: _Toc136018029]Urban Flex Route
The Urban Flex Route (see Figure 22) combines a core scheduled transit route with deviations where the route would deviate from the core route (“flex”) to meet requests. The Flex Route would provide service every 30 minutes for most of the service-day. It may be possible to operate select trips to Bracebridge throughout the day by adjusting the schedule to remove one flex route trip and replace it with a direct trip to Bracebridge (see Section 6.1.3).
In order to flex and provide service to customers travelling between select destinations, the service must be delivered with vehicles capable of navigating the entire route, and operators who are trained and familiar with the routing for both the core and all flex deviations.
Technology systems are available that can support operator navigation and provide instruction on where to pick-up or drop-off customers that have booked a trip on one of the flex route segments. This could include automatic turn-by-turn instructions that update when a trip is requested, allowing for greater efficiency in scheduling and operating the service. Alternatively, active communication between a booking agent or supervisor and the operator is required to ensure that trip requests are fulfilled. 
As flex route segments are utilized, the Town should evaluate whether they should be incorporated into the core route. For example, travel to the Lake Muskoka Wharf may be significant enough in summer months to warrant including it on the core route.
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[bookmark: _Ref134525415]Figure 21: Proposed Urban Flex Route highlighting the core and flex components of the service.
[bookmark: _Toc136018030][bookmark: _Ref134700957]Rural On Demand Service
On Demand service could be provided outside of the flex route boundaries. On demand refers to transit service being provided by request. To enhance efficiency, two On Demand service delivery models are recommended. One dedicated On Demand vehicle could operate in the area surrounding urban Gravenhurst, along Highway 11 and prominent adjacent commercial or high-need areas including Severn Bridge, Kilworthy, Klueys Bay, and the Muskoka Airport. This area is referred to as the Primary On Demand Area (PODA) as illustrated in Figure 16. The recommended service meets community needs in a cost-effective and sustainable way. The Urban Flex Route integrates with On Demand service to provide greater capacity where demand exists in the Gravenhurst Settlement Area.
In the Extended On Demand Area (EODA), agreements with taxi or ride-hailing companies will ensure that all residents have access to transportation services. Demand in the EODA is anticipated to be significantly lower than within the PODA. Trip requests in this area would result in significant delays to riders within the PODA and require long and inefficient trips running empty before and after serving these riders. Delivering these trips with one or several partner taxi or ride-hailing companies will ensure that resources are optimized in higher demand areas.
[bookmark: _Toc134714872][bookmark: _Toc134777590][bookmark: _Toc134714877][bookmark: _Toc134777595][bookmark: _Toc134714878][bookmark: _Toc134777596][bookmark: _Toc134714879][bookmark: _Toc134777597][bookmark: _Ref134701897][bookmark: _Toc136018031]Regional Connections  
Given the importance of regional connections, especially to Bracebridge, several opportunities to improve this connection could be explored through collaboration with the Town of Bracebridge and the District of Muskoka. Some of these opportunities could include:
· Introducing new stop locations for the Corridor 11 Bus Service within the urban core of Gravenhurst, improving access to local destinations.
· Providing select, scheduled trips to and from Bracebridge using the Flex Route vehicle to fill schedule gaps in the Corridor 11 Bus Service.
· Allowing for select On Demand trips to and from a few key locations in Bracebridge, such as the District Hospital or the Walmart Superstore.
[bookmark: _Toc134714881][bookmark: _Toc134777599][bookmark: _Toc134714882][bookmark: _Toc134777600][bookmark: _Toc134714883][bookmark: _Toc134777601][bookmark: _Toc134714884][bookmark: _Toc134777602][bookmark: _Ref134702228][bookmark: _Toc136018032]Phased Approach
Prior to the recommended end state transit service, an interim state transit service is proposed for initial implementation. The two-phase implementation approach minimizes risk to the Town while maximizing community benefit. The interim state would only provide On Demand service with one vehicle in the Primary Transit On Demand Area (see Figure 23). Although service is initially restricted to the Primary On Demand Area, our analysis indicates that this will represent over 90% of the anticipated demand and ensures that access is provided to parts of the community that are likely to need it most. This Primary On Demand Area utilizes the most efficient roadways and will allow the town greater time and flexibility in establishing partnerships with third-party taxi or ride hailing to expand the service area.
The rider experience of the interim state would be comparable to that of the On Demand service in the Primary On Demand Area described in the end state. The key difference would be that riders within the Gravenhurst urban area would have to book an On Demand trip between designated stops rather than using a scheduled service.
Service is initially expected to be quite good, with average wait times below 30 minutes and fairly direct trips during most times. As demand increases, the average wait time and trip time will start to increase and a transition to End State should be considered to appropriately accommodate demand and ensure good service quality. 
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[bookmark: _Ref135835247]Figure 22: Interim State On Demand transit service area
Demand for transit is expected to quickly surpass what the service of the Interim state could provide. However, it may take several years for this demand to fully materialize. By limiting the initial implementation to the On Demand service within the Primary On Demand Area, the town can limit their financial and operational risk and does not need to commit to as high up front capital investment to get started. Additionally, data collected during the initial phase provides valuable travel pattern information, providing a better understanding of town-wide travel needs and will enable the town to make adjustments to End State service recommendations that better align with actual rider demand. 
Transitioning from the Interim State service to the End State service will require that the town has met several important operational prerequisites and that transit demand is materializing as expected. A summary of these prerequisites is illustrated in Figure 24 below.
The transition from Interim State to End State will require additional operating and capital investment and should include careful consideration of service performance. Council direction will ultimately trigger the transition to the End State service, but if ridership and performance thresholds are hit and a transition is not made, there is a risk that ridership stagnates or declines due to decreasing service quality, inefficient service and reputational damage.
Interim State:
On Demand Transit 
Primary On Demand Area
Transition
End State:
Urban Flex Route & 
Town-wide On Demand Transit
Ongoing Monitoring:
· Average hourly ridership productivity:
If a three-month average of ridership productivity across a consecutive two-hour period is 4 boardings per hour or greater
· Average wait times:
If 25% or more trips have wait times of greater than 30 minutes over a rolling three-month period

Prerequisites:
· Installation of bus stop signage along Flex Route.
· Negotiated rates with Taxi/Ride Hailing companies in Extended On Demand Area.
· Contractor/town acquisition of suitable Flex Route vehicle


[bookmark: _Ref134708161]Figure 23: Summary of the necessary monitoring activities and prerequisites that will enable a smooth transition from the interim state service to the end state service in Gravenhurst
While monitoring services, ridership productivity is a strong indicator of growing demand. The town should review the average hourly ridership across a rolling three-month period to identify periods of time of consistently high ridership. This could involve identifying a two- or three-hour period where ridership is consistently above four boardings per hour. An example of what this might look like is presented below in Figure 23. Additionally, the town should monitor wait times between trip requests and pick-up times to identify when 25% or more trips are experiencing wait times of greater than 30 minutes.

[bookmark: _Ref134708932]Figure 24: Sample chart identifying hypothetical average hourly passenger boardings that may trigger interest in advancing to the End State service
In order to facilitate the transition, the town should be prepared to complete several tasks including installing bus stop signage along the finalized Urban Flex Route, negotiating preferred rates with local taxi and ride hailing companies to provide service in the Extended On Demand Area, and acquire a suitable vehicle for the Flex Route service. 
[bookmark: _Toc134714886][bookmark: _Toc134777604][bookmark: _Ref135838877][bookmark: _Toc136018033]Community Impact
Transit is an investment in the community and enables residents to access numerous activities. From the survey, 72 percent of all respondents were supportive of investment in transit. Of those who were not in favour of transit investment, they were more likely to be men, rural residents, and seasonal residents. The benefits of the recommended transit system are both direct, for those that will use the service and indirect for the broader community. Research from the Canadian Urban Transit Association (CUTA) and transportation research organizations across North America supports this understanding and identifies specific economic benefits from transit (see Figure 26).
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[bookmark: _Ref134525932]Figure 25: Economic benefits of transit
[bookmark: _Toc136018034]Direct Benefits of Transit
A transit system in Gravenhurst would provide direct benefits in the form of transportation savings and increased access to essential services, including food, employment, and social and recreational activities. This increased access would benefit seniors, low-income individuals, persons with disabilities, and youth. Currently, many in these populations are not able to take all the trips that they would like to. Annual individual transportation savings is estimated to be $600,000[footnoteRef:10], which considers reduction in costly taxi use, costs as a passenger and driver, and reduction in driving time for drivers. [10:  Based on findings from Canadian Urban Transit Association (CUTA), “The Economic Impact of Transit Investment in Canada” and adjusted for Gravenhurst.  https://cutaactu.ca/wp-content/uploads/2021/01/final_issue_paper_50_cuta_v2.pdf] 

“Many are low-income and cannot afford the cost of keeping and maintaining a car, we also have an aging population. It is very important to meet the needs of these individuals first and foremost.”
Transit benefit
The recommended system would provide an affordable and accessible public transportation option. they would be able to access. 
Survey Response

From the survey, there was a strong theme of wanting to accommodate and support the broader community and the most vulnerable populations within the town. The recommendations take this into account and consider the need for higher levels of service in the urban areas and along the highway 11 corridor. Providing benefits to as many people within the community as possible is key and so ridership was a key metric considered in analysis to have an overall cost-effective positive impact on the community.
“I am not sure how much longer I will be driving myself and I want to stay in my home here in Kilworthy.”
Transit benefit
The recommended system would allow the resident to stay in their Kilworthy home due to the low-cost On Demand service. that they would be able to access. 
Survey Response

The health and social benefits of increased access are significant. For many, especially seniors, having transportation options is crucial in combating isolation and promoting an active lifestyle. Food access is necessary for good health, and transit demand in Gravenhurst is expected to be highest for grocery stores. A study of Deseronto Transit completed by the Rural Ontario Institute summarizes these benefits. It found that 94% of riders experienced improved access to vital services and 89% an improved quality of life from the introduction of transit service. 
The role of transportation in acquiring and retaining employment opportunities is similarly noted. This was a particular theme in public engagement where both businesses and jobseekers found it challenging or expensive to retain reliable transportation. The Deseronto study supports this direct connection as it found that 11% of riders obtained employment, 23% remained employed and 81% increased their disposable income.[footnoteRef:11]  [11:  “Accelerating Rural Transit Solutions: Deseronto Transit Case Study”. https://www.ruralontarioinstitute.ca/file.aspx?id=f8eba6a4-66a5-41ea-b8ab-ffbb9fd89dec] 

[bookmark: _Toc136018035]Indirect Benefits of Transit
Transit has been shown to have several indirect benefits in addition to the direct benefits described above. Firstly, transit is expected to have a positive impact on economic development, with an estimated benefit of $300,000[footnoteRef:12] annually in the Gravenhurst context. This estimate accounts for several contributing factors, including: [12:  Based on findings from Canadian Urban Transit Association (CUTA), “The Economic Impact of Transit Investment in Canada” and adjusted for Gravenhurst.  https://cutaactu.ca/wp-content/uploads/2021/01/final_issue_paper_50_cuta_v2.pdf] 

· Benefits to local businesses through connecting jobseekers to employers.
· Individual savings on personal transportation results in more money spent within the local economy.
· Increased activity at local businesses due to improved access to retail and services through transit.
· Overall economic growth resulting in greater individual wealth and more municipal tax revenue.
“This will make it much easier for employers in the Gravenhurst area to recruit talent and ensure that they have a reliable way of making it to work every day. In the current employment landscape, this is a major issue, and creates significant problems for employers to find and hire talent.”
Transit benefit
The recommended system would connect businesses to employees and jobseekers in a sustainable way. cess. 
Survey Response

Transit can also result in indirect health and social benefits. By reducing private vehicles on the road, transit can have a positive outcome on air quality and reduce healthcare costs related to poor air quality (this could result in savings of up to $65,000[footnoteRef:13] annually in Gravenhurst). Additional benefits include increased physical activity if people walk or cycle to transit stops. The improved health of individuals also reduces the burden on governments at all levels to provide healthcare services. The benefits of increased social activity are difficult to quantify financially, but certainly increase quality of life and benefit the entire community through community vibrance.  [13:  Based on Canadian Urban Transit Association (CUTA), “The Economic Impact of Transit Investment in Canada”. However, this is likely to be more relevant for larger urban centres with high levels of congestion and poor air quality.] 

Another indirect benefit of particular importance in Gravenhurst is the benefit of avoiding traffic accidents. This can be an estimated annual savings of up to $150,000[footnoteRef:14] for Gravenhurst. Transit is safer and results in less traffic accidents compared to personal automobile operation. The availability of transit can also be influential in reducing instances of impaired driving. Transit can also lower infrastructure costs for the municipality by reducing road and parking infrastructure spending over the long-term. [14:  Based on findings from Canadian Urban Transit Association (CUTA), “The Economic Impact of Transit Investment in Canada” and adjusted for Gravenhurst.] 

Transit also supports tourism. For example, in Wasaga Beach and Collingwood, transit provides direct links to key tourist attractions and facilities. Transit could similarly benefit tourism in Gravenhurst.
Overall, there are a broad range of benefits associated with transit service that is beneficial for transit users and the broader community.
 

[bookmark: _Ref134001983][bookmark: _Toc136018036]Feasibility Assessment
[bookmark: _Toc136018037]Service Delivery Alternatives
To deliver transit services, different ownership models were explored for three areas of operations: day-to-day operations, capital asset ownership, and customer service and booking. Each area could be managed by the municipality or a contractor.
Day-to-day operations
The day-to-day operations of transit service include delivering the service as designed by the municipality, collecting, storing, and depositing fares in a secure manner, providing front-line customer service through transit operators, routine and emergency maintenance, supervision, and responding to service issues. The benefits of municipal ownership of day-to-day operations include direct communication with operators and direct oversight but requires that the municipality invest heavily in staff resources and specialized knowledge of transit operations, as well as hiring and maintaining a pool of certified operators. By leveraging third-party ownership of these responsibilities, the municipality can benefit from existing skills and resources from established operators. The municipality, however, would remain responsible for establishing policies and ensuring that the contractor adheres to the contract terms. 
Recommendation: The Town should consider pursuing a third-party contractor to manage day-to-day operations of transit services.
Capital assets, vehicles and equipment ownership
To ensure effective and legal operation of the transit service, several types of capital assets and infrastructure are recommended to support the proposed transit service. These include transit vehicles, stop amenities and signage, and on-board and back-office systems such as the Automatic Vehicle Location (AVL) system, Automatic Stop Annunciation (ASA) system, fare collection system, and On Demand Transit booking and routing system. Should the municipality wish to purchase capital assets and equipment, they may be eligible for a greater breadth of capital grant funding from non-profit, provincial and federal organizations. However, the municipality may be responsible for managing the procurement, maintenance and replacement of these assets, or otherwise require Service Level Agreements with the day-to-day operator to provide these services. 
Alternatively, a contractor who is responsible for day-to-day operations could also provide several of the mobile and back-office assets, such as vehicles and on-board transit technology and equipment. This would require that the municipality relinquish certain design and procurement control to the contractor, who may then be able to leverage existing assets such as their existing vehicle fleet and technology systems deployed for other communities. However, the municipality would be foregoing access to capital grant funding. 
Recommendation: The municipality should consider pursuing third-party ownership of large assets such as vehicles and on-board equipment. Should the municipality wish to have more direct control over features and design of certain components, particularly customer-facing technologies such as the On Demand booking app or fare collection system, the municipality should establish clear requirements for these technologies in the procurement of the third-party contractor for day-to-day operations.
Customer service, marketing and booking requests
Providing positive customer service is crucial for a successful new transit service. Several core activities that the various parties may be responsible for include providing customer service and booking support handling general inquiries and customer feedback, conducting AODA eligibility assessment for accessible door-to-door services, preparing customer information and marketing materials, and publishing regular updates about service through various media channels. 
The most common approach is a mixed responsibility, with clear standards established for consistency in communication and customer satisfaction monitoring between both municipal staff and the day-to-day contracted operator. In such an approach, the municipality would be responsible for creating branding, marketing and communications materials and standards, such as transit service maps, fare information and schedules. Additionally, the municipality would be responsible for conducting all eligibility assessments for AODA and maintaining a record of these customers and their travel requirements. The contractor would be responsible for handling booking requests, customer inquiries and complaints, and publishing day-of service information such as disruptions, detours or temporary schedule changes. The contractor would be responsible for communicating in accordance with established policies within their contract, and providing details of all customer interactions to the municipality on a regular basis, including customer complaints and a record of how complaints were resolved.
The benefits of this approach are that the municipality remains in control of managing branding and sensitive customer communications, such as AODA eligibility assessments, and retains oversight of the operator and their interactions with customers through regular reporting. The contractor is expected to have staff available to support day-to-day customer inquiries, which are most common during hours of service which may differ form the regular business hours of town staff. This ensures that customers can access information and request trips in a timely manner without the need for the town to invest in additional customer service resources.
Recommendation: That the municipality and the day-to-day operations contractor share the responsibility for customer communications as described above.
Additional Municipal Responsibilities
Beyond the responsibilities presented above, there remain several activities that the municipality will remain responsible for. These activities include:
· Contract administration: the Municipality will require staff resources to monitor and administer the day-to-day operations contract, including invoicing and payments and contract compliance.
· Operations performance monitoring: the Municipality will require staff resources to monitor operating performance on a regular basis. Monthly reports from the operations contractor should be evaluated and validated, ridership and fare sales should be tracked, and KPIs monitored and reported on throughout the contract period.
· Service changes: the Municipality will require staff resources to evaluate when service changes are required based on ongoing performance monitoring. The Municipality will then have to establish the appropriate service changes, and work with the operations contractor to deliver the changes.
· Fare media sales: the Municipality is well positioned to offer fare media sales, such as those described in the following section, at existing offices and community spaces, such as Town Hall, community centres, the public library, etc. Additionally, the Municipality may wish to collaborate with local businesses such as convenience stores and grocers to sell certain fare media products.
Fulfilling the municipality’s requirements will require occasional staff resources, but generally it is anticipated that less than half of a full-time equivalent staff resource (Less than 0.5 FTE) would be required for managing regular responsibilities. Additionally, certain responsibilities may fall within the purview of existing staff resources. For example, managing website and social media content for the transit service may be possible within the purview of existing marketing and communications staff. Managing operations contracts and monthly or quarterly reporting could fall within existing Public Works, or Economic Development staff resources with adjustments and rebalancing of existing portfolios. 
[bookmark: _Toc136018038]Fare Strategy
Recognizing the importance of financial sustainability, the recommended fare strategy balances cost recovery, ridership, future growth opportunity and equity considerations. To balance these goals effectively, a tiered fare structure based on the service and distance travelled is recommended, as shown below in Table 9, which indicates the standard and concession fare rates for a single cash-paying trip.
[bookmark: _Ref134787834]Table 9: Recommended fare structure
	Fare Tier
	Gravenhurst Flex Route
	Gravenhurst On Demand

	Single trip base fare
Less than 5km
	$ 3.00 Standard
$ 2.00 Concession
	$ 4.00 Standard
$ 2.75 Concession

	Tier 1 distance premium
5km – 15km 
	-
	$ 2.00 Standard 	($ 6.00 total)
$ 1.25 Concession 	($ 4.00 total)

	Tier 2 distance premium
Greater than 15km
	-
	$ 9.00 Standard	($ 13.00 total)
$ 6.00 Concession 	($ 8.75 total)



Note that the standard base fare for the proposed services is higher than peers (e.g., Bracebridge one-way fare is $2.50 and Huntsville one-way fare is $2.25), but allows the town to realize significant farebox cost recovery ratios that exceed their peers (discussed in detail in Section 7.3). The combination of flex route and on demand transit is also a higher quality service than those offered by peer communities, which further justifies a higher fare. It should also be noted that the proposed fare structure is significantly lower than existing public transportation options (such as taxis) presently provide, with a 10-kilometre one-way trip costing between $15 and $20.
It is common for transit agencies to offer bulk trip discounts to customers, either by offering monthly fare passes, multi-ride transit fares such as paper or electronic tickets, or loyalty discounts for frequent riders. Specific suggestions are summarized in Table 10.
[bookmark: _Ref134787756]Table 10: Suggested fare products
	Fare Product
	Gravenhurst Flex Route
	Gravenhurst On Demand

	Single Ride Base Fare
	$ 3.00 Standard
$ 2.00 Concession
	$ 4.00 - $ 13.00 Standard
$ 2.75 - $ 8.75 Concession

	Monthly Pass
Based on 25 monthly trips
	$ 75 Standard
$ 50 Concession
	$ 100 Standard
$ 50 Concession
Distance premium must be paid on trips over 5km

	Ten-ride Tickets
	$ 28 Standard
$ 18 Concession
	$ 37 Standard
$ 25 Concession
Distance premium must be paid on trips over 5km

	Frequent Rider Discount
25% discount on subsequent trips after 22 trips/month
	$ 2.25 Standard 
$ 1.50 Concession
	$ 3.00 - $ 9.75 Standard
$ 2.10 - $6.55 Concession




Note that Frequent Rider Discounts will require a fare collection system capable of supporting electronic, account- or card-based fare payment such as a smart card or mobile payment. Monthly Passes and ten-ride tickets could be sold through existing municipal locations such as the public library and at the reception of community centres. Additionally, some communities seek partnerships with local businesses like convenience stores and grocers to sell fare products.
Concession fares are commonly provided to members of different socioeconomic groups, such as seniors, persons with low-income, and youth. Based on our assessment, it is recommended that the concession fare be provided to youth under the age of 18 or who otherwise have a valid school-issued student ID. This represents 30-35% off of the regular base fare. Encouraging youth ridership can encourage long-term ridership growth and help to meet sustainability and equity objectives by providing an affordable alternative for these individuals to access employment and community activities without depending on a personal car.
Concession fares for individuals of low-income could be considered. However, GAP has expressed interest in supporting the town by providing their neighbours with transit fares purchased by the organization in bulk. The town could consider allowing GAP to purchase multi-ride tickets or monthly passes on behalf of their neighbours at a concession rate. 
Applying concession fares to seniors and individuals over the age of 65 is not recommended at this time. Seniors are expected to form the majority of transit riders in Gravenhurst and as such the base fare was designed with their usage in mind. A concession fare would significantly lower revenue potential and increase municipal costs. Additionally, applying the concession fare to seniors would neglect to equitably consider their ability to pay. Seniors of low income or with disabilities that restrict their mobility could instead apply for transportation assistance through GAP.
[bookmark: _Toc136018039]Operating Revenue 
Regular operating revenue is expected to come from fares and provincial gas tax funding. The Provincial Gas Tax transfers support municipalities with public transit service operations and expansion and is variable based on the total amount of provincial gas tax collected. This pool of funds is divided between communities that provide public transportation services based on the service area population and public transit ridership from the prior year. The gas tax cannot exceed 70% of municipal operating and capital spending in any given year. 
Initially, the gas tax transfers will form the main source of revenue, ranging from between $115,000 and $145,000 over the first several years of operation. However, as ridership grows and the service becomes more sustainable, fare revenue will make up a greater proportion of revenue, increasing from $45,000 in the interim state to approximately $110,000 once the ridership in the end state fully matures.
[bookmark: _Toc134714894][bookmark: _Toc134777612][bookmark: _Toc134714895][bookmark: _Toc134777613][bookmark: _Toc134714908][bookmark: _Toc134777626][bookmark: _Toc136018040]Grant Funding 
While grant funding is available from a variety of provincial, federal and non-profit sources, the vast majority of transit grant funding is directed at studies and capital investment. Some examples of available funding opportunities include the Canadian Community Revitalization Fund (CCRF), the Green Municipal Fund – Transportation (GMF-T), and the Rural Transportation Solutions Fund (RTSF). Of these proposed funds, only the GMF-T provides support for transit service operations through pilot projects. If the town is able to meet the requirements of the fund, they could access grant funding up to 15% and low-interest loan funding up to 80% from the GMF-T. 
If the Municipality were to chose to purchase certain transit assets directly rather than pass those costs on to the transit operations contractor, they could have greater access to capital grant funding from a wider variety of sources. However, capital costs are expected to be minor, totalling less than $ 70,000 to deliver both the Interim and End State transit solutions. Grant funding for capital investment usually requires a 30% to 50% municipal contribution, so it is anticipated that less than $ 35,000 of funding would be available to offset capital investment. Some examples of capital investments that the town could explore grant funding to support are included in Table 11.
[bookmark: _Ref134787617]Table 11: Examples of capital investment
	Budget item
	Interim State
	End State

	Procurement costs for contractor
	$10,000
	

	Stop post and signage
	
	$8,000

	Concrete Boarding Pad at stops
	
	$26,000

	Service Marketing and Promotion
	$25,000
	

	Total Capital Cost
	$35,000
	$34,000

	Potential grant funding
	$10,000 to $17,500
	$10,000 to $17,000

	Potential municipal responsibility
	$17,500 to $25,000
	$17,000 to $24,000



[bookmark: _Ref135836769][bookmark: _Toc136018041]Financial Sustainability 
Transportation services are not commonly operating in an environment where user fees (tolls, parking fees, transit fares, etc.) fully capture the total cost of operations (road construction and maintenance, snow removal, transit operations, etc.). However, the projected annual operating costs, revenue and municipal contribution indicate a that it is feasible to operate a financially sustainable transit service that ensures that municipal investment is reasonable and represents good value to the taxpayers. Table 12 highlights the annual operating budget requirements for the proposed service and presents the municipal investment as an annual cost per Gravenhurst resident. This assumes a transition to the End State in Year 2, but the transition should be decided based on performance metrics and other factors as identified in Section 6.2.
[bookmark: _Ref134787381]Table 12: Annual operating budget for 2024-2026
	
	2024
	2025
	2026

	Operating costs 
	$315,000
	$580,000
	$580,000

	Operating Notes
	Interim State Service Launch
	End State Service Launch
	

	
	
	
	

	Fare revenue
	 $45,000 
	$70,000
	 $110,000 

	Gas tax revenue
	$115,000
	$145,000
	 $145,000 

	
	
	
	

	Net municipal cost
	$155,000
	$370,000
	$330,000

	Potential grant funding (GMF-T)
	$23,000 - $48,000
	$56,000 - $87,000
	$50,000 - $87,000

	Net cost per capita
	$8.17 - $11.78 per resident
	$21.60 - $28.12 per resident
	$18.55 - $25.08 per resident



By 2026, the net cost per capita is expected to be between $18 and $25. This represents an average annual property tax impact of $40 to $55, based on the average household size of 2.2 persons[footnoteRef:15] valued at $750,000[footnoteRef:16]. Accounting for the direct and indirect community benefits described in Section 6.3, the community benefits outweigh the net municipal cost by $785,000 annually. [15:  Based on 2021 Statistics Canada Census data.]  [16:  Based on available information on the Gravenhurst housing market. https://www.zolo.ca/gravenhurst-real-estate/trends] 

Comparing the proposed investment in Gravenhurst transit service to its peers (Figure 27and Figure 28), it is notable that the investment per capita is similar and the revenue cost ratio is significantly higher. It is further noted that peer agencies, and in particular Bracebridge, are in the midst of planning transit expansion that would put it further on par with the proposed Gravenhurst investment. Overall, the relatively high revenue cost ratio and anticipated ridership for the proposed service support the financial sustainability of the service.


[bookmark: _Ref135839199]Figure 27: Annual municipal contributions to transit, on a per capita basis

[bookmark: _Ref135839203]Figure 28: Revenue to cost recovery ratios and one-way fares for Gravenhurst and peer communities (All ratios are based on 2021 financial information, with the exception of Bracebridge - 2020 and Wasaga Beach - 2022)
[bookmark: _Ref134001989][bookmark: _Toc136018042]Conclusion and Next Steps 
Overall, there is demand for public transportation in Gravenhurst and a flex route and on demand transit system is appropriate and feasible in this context. Transit services can be provided in a way that maximizes value to the residents of Gravenhurst while remaining as-or-more financially sustainable as neighbouring communities. Ultimately, the decision to implement public transportation in Gravenhurst lies with Town Council. The first step is requesting direction from Council regarding advancing with transit services in Gravenhurst. Should Council decide to move forward with implementing public transit services, there are several considerations and next steps that should be taken. Table 13 below highlights these activities and provides an approximate timeline to support staff and decision-makers, assuming a tentative launch of the Interim State service in mid-2024.
[bookmark: _Ref134786866]Table 13: Summary of next steps to launch transit
	Activity
	Activity Start
	Duration

	Finalize Service Design
	Third Quarter 2023
	Less than One Month

	Procurement of Service Delivery
	Third Quarter 2023
	Three Months

	Communications Plan
	Fourth Quarter 2023
	Three Months

	Implementation and Operationalization Plan
	Fourth Quarter 2023
	Six Months

	Service Launch
	Second Quarter 2024
	Up to One Month



Finalize service design
The recommended service (a flex route and on demand service implemented in two phases) is appropriate based on the analysis completed as part of this study. Prior to the procurement of a transit operations contractor, Gravenhurst must finalize the service design and develop clear service requirements. Should there be significant, unanticipated changes in Gravenhurst or if transit is not implemented in the near-to-mid future, the details of the service design should be reviewed and updated accordingly. This activity is expected to take less than a month.
Develop a procurement strategy for service delivery and supporting software
As mentioned previously, it is recommended that the Town should contract out service delivery to a third party. Procurement activities would include developing a Request For Proposals (RFP), maximizing response through marketing, evaluating proposals, and negotiating a contract with the successful proponent. Certain elements should be built in as part of the contract, such as clear expectations (e.g., the use of proponent-owned vehicles), potential financial incentives (e.g., for good service quality), flexibility of services (e.g., increase or decrease in service hours), and potential extension of the contract. 
Additionally, software specifications such as the requirement for a fare collection system, Automatic Vehicle Location system and an On Demand transit booking application and scheduling software should be included.
The procurement of a service delivery contractor is expected to take approximately three months.
Develop a communication plan
It can take several years for people to change their transportation behaviours and shift to using public transit instead of other alternatives like a private vehicle. A component of a successful transit launch is a robust communication plan that announces the transit service to the community. The plan should include what needs to be communicated to the community (e.g., launch date, route, stops, how to use the service), when, and how (e.g., website, social media, app, newspaper, local radio). This activity is expected to take approximately two to three months to complete.
Prepare an implementation and operationalization plan
Working with the third-party operator, Gravenhurst should develop a step-by-step implementation and operationalization plan that ensures that all town and contractor resources are fully aware of the activities required to prepare for service launch. This could include recruitment and training of operators, preparing fare media products, establishing appropriate branding and decals for the vehicles, configuring software and transit technology, and other activities that will require collaboration across all parties. This activity is expected to take up to six months.
Prepare for initial service launch
Working with the third-party operator, Gravenhurst should prepare a robust service launch strategy. This could include a concerted marketing campaign around the launch of service, as well as internal staff training and awareness to ensure that residents and customers receive consistent advice on the service. The initial service launch could include a soft launch with select, invited participants to trial the service, free transit fares distributed to residents, “Meet the Driver” pop-ups at town facilities and events and other activities to encourage residents to trial the service. This activity could take between one week and one month depending on the activities selected.


[bookmark: _Ref134777745][bookmark: _Toc136018043]Appendix A: Survey Questions
Gravenhurst Transit Feasibility Study Survey

The Corporation of the Town of Gravenhurst is undergoing a project to assess the feasibility of new public transportation within the community and would like your feedback. This survey aims to understand the community’s transit needs, the vision for transit in the community, and assess preliminary concept designs.

The survey will take 10-15 minutes to complete, and it will be open until February 13. All provided information will remain confidential.

In addition to the survey, there are in-person opportunities to have your voice heard on future transit in the community. There will be two in-person events in Gravenhurst on February 1, 2023: 
· pop-up consultation at the Library from 12-2pm 
· presentation and workshop at the Opera House from 5-7pm

Both these events are open to the public and we encourage you to come and participate.

If you have additional comments or questions, please contact the Town at 705-687-3412 ext. 2280 or email info@gravenhurst.ca.

Tell us about yourself and your travel habits

1. Where do you live?
a. Gravenhurst (urban area)
b. Severn Bridge
c. Barkway
d. Kilworthy
e. Housey’s Rapids
f. Other ______

2. Do you live there:
a. All year
b. Seasonally (e.g., in the summer months only)

3. What is the purpose of your most common trip?
a. Work or school
b. Shopping (including grocery shopping)
c. Medical appointments
d. Social events/meeting with friends
e. Other ________

4. How often do you take this trip?
a. Multiple times a day
b. Once a day
c. Several times a week
d. Once a week
e. A couple times a month

5. How do you typically travel within Gravenhurst?
a. Drive myself
b. Ride as a passenger
c. Walk
d. Cycle
e. Taxi
f. Other ________

6. What other modes of transportation do you use? Select all that apply
☐ Drive myself
☐ Ride as a passenger
☐ Walk
☐ Cycle
☐ Taxi
☐ Other ________

7. Have you ever used other transportation services or programs offered in Gravenhurst and the District of Muskoka? Check all that apply.
☐ Gravenhurst Against Poverty (GAP) transportation services (volunteer driver, taxi chits, gas cards)
☐ District of Muskoka Corridor 11 Bus
☐ District of Muskoka Rural and Community Connects
☐ District of Muskoka Specialized Transit Fund
☐ Red Cross
☐ Canadian Cancer Society
☐ Other_________



8. If you have used one or more of the above, what was your experience like?


9. Have you ever had to cancel appointments or plans because of a lack of transportation?
a. Yes, often
b. Yes, sometimes
c. Only once or twice
d. Never

Future public transit
The following questions will ask about your opinions on potential future transit.
10. If transit were to be implemented in Gravenhurst, how would you see transit benefiting the community? What should a transit service aim to accomplish? 



11. How important are the following factors in your decision to use a potential new transit service?

	
	Very important
	Somewhat important
	Not important

	Transit goes to all or most of the places that I want it to go
	☐
	☐
	☐

	I don’t have to walk far to access transit
	☐
	☐
	☐

	I don’t have to wait long to take a trip (Frequent service)
	☐
	☐
	☐

	Shorter travel times
	☐
	☐
	☐

	It is easy for me to learn how to use the transit service
	☐
☐
	☐
☐
	☐
☐

	It is easy to pay for the service (fare)
	☐
	☐
	☐

	The cost of the service (fare) is reasonable
	☐
	☐
	☐

	I am confident I will get to where I am going on time
	☐
	☐
	☐

	I am comfortable using the services offered
	☐
	☐
	☐

	I am comfortable getting to/from and waiting for the services offered
	☐
	☐
	☐

	The service is running when I need it
	☐
	☐
	☐

	The service can accommodate my accessibility needs (e.g., mobility device)
	☐
	☐
	☐



12. What destinations within Gravenhurst would you expect a transit service to go to? Select all that apply.
☐ Gravenhurst Centennial Centre/Seniors Centre
☐ High school/Public School/Day Care
☐ Library
☐ Town Hall/Doctors Offices/Health unit
☐ Muskoka Wharf
☐ Grocery store/Pharmacy  (please specify under “other”)
☐ Others _________

13. What destinations outside Gravenhurst would be important for transit to go to?



14. When would you expect transit service to be available?
a. Some weekdays (e.g., Tuesday and Thursday only) 
b. All weekdays (Monday to Friday)
c. All weekdays and Saturday
d. Seven days a week (Monday to Friday, Saturday, Sunday)



15. What do you believe should be the weekday hours of operation for a transit service? (e.g., __ am to __ pm)


16. What do you believe should be the weekend hours of operation for a transit service? (e.g., __ am to __ pm)



17. If transit met your transportation needs, meaning it brought you where you needed to go and when, would you use it?
a. Yes, regularly
b. Yes, occasionally
c. No, I would not use transit

18. Please explain your choice above.



19. Do you think that the town should invest in transit?
a. Yes
b. Maybe
c. No

Conceptual transit options
This next section describes five potential approaches to transit in Gravenhurst. They represent increasing investment in transit and have different overall outcomes. Your thoughts and feedback on these ideas will influence the final recommended solution.



Option 1: Status Quo
Description: This is the “do nothing” option. The existing transportation services that are available would continue to operate independently (taxis, Gravenhurst Against Poverty (GAP) transportation services, Red Cross, Canadian Cancer Society, retirement residences transportation). Many of these services have costs or eligibilities associated with them (e.g., the Red Cross transportation is mostly for seniors).
What does this mean for you?
Eligible residents will continue to have access to existing transportation services provided by different organizations. Nothing changes for the general public.
20. Does this option meet your transportation needs?
a. Yes
b. Somewhat
c. No

Option 2: Operations Coordination
Description: This option improves slightly on the status quo by hiring a dedicated staff member to oversee trip booking and user eligibility. This should increase the number of trips available to users and service efficiency. This would not change current eligibility criteria for these services (i.e., it won't be available to everyone in the community).
What does this mean for you?
Eligible residents will continue to have access to existing transportation services provided by different organizations but will have an improved booking experience and greater access to travel. Nothing changes for the general public.
21. Does this option meet your transportation needs?
a. Yes
b. Somewhat
c. No


Option 3: Subsidized Ridesharing
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Description: A variety of transportation providers (could include taxis and ride hailing companies) will provide their own services town-wide. Through negotiations with different providers, the Town will offer subsidies to providers who maximize ride sharing. This will require providers to pass on savings to customers who are willing to book a shared ride with other residents. This option could leverage existing businesses and relies on partnerships with transportation providers.
What does this mean for you?
Instead of a typical taxi ride, residents could request a shared ride at a subsidized fare that would include other passengers and additional stops. This will not prevent residents from taking a typical taxi trip at the full fare.

22. Does this option meet your transportation needs?
a. Yes
b. Somewhat
c. No



Option 4: On demand transit

[image: Map

Description automatically generated]

Description: The town will design and deliver transit that provides on demand service using smaller vehicles throughout Gravenhurst. Trips will be scheduled dynamically allowing for near real-time requests for trips similar to ride hailing services but will be shared with other passengers. Pick-up and drop-off locations may require residents to walk a short distance. For users with disabilities or mobility challenges, door-to-door service could be provided.

What does this mean for you?
Residents can request a ride from the on demand transit service at the moment they wish to travel or request a trip some time in advance. Trips will be shared with other riders, and residents may need to walk a short distance to or from their stop.

23. Does this option meet your transportation needs?
a. Yes
b. Somewhat
c. No


Option 5: Flex Route and On demand transit
[image: Diagram

Description automatically generated]
Description: The town will design and deliver two types of transit: flex route (pictured) and on demand. The flex route will run in the urban area of Gravenhurst on a mostly fixed route and fixed schedule, with some deviations when requested. The on demand service would cover the rest of town (similar to Option 4). Trips will be scheduled dynamically allowing for near real-time requests for trips similar to ride hailing services but will be shared with other passengers.
What does this mean for you?
Residents within the Gravenhurst urban area will be able to use the flex route service without booking a trip, instead waiting at a scheduled stop. If requested, the bus can "flex" along pre-defined routes to reach other destinations. 
Outside of the urban area, residents can request a ride from the on demand transit service at the moment they wish to travel or request a trip some time in advance. Trips will be shared with other riders, and residents may need to walk a short distance to or from their stop. For users with disabilities or mobility challenges, door-to-door service could be provided.
24. Does this option meet your transportation needs?
a. Yes
b. Somewhat
c. No
25. Of the five options (1: Status Quo, 2: Operations Coordination, 3: Subsidized Ridesharing, 4: On demand transit, 5: Flex Route and On demand transit), which is your preferred option? Why?

26. If your preferred option was implemented, would you use transit?
a. Yes, regularly
b. Yes, occasionally
c. No, I would not use transit
27. If you could make any changes to your preferred option, what would you change?

Additional demographics and info
28. How old are you?
a. Under 18
b. 19-34
c. 35-64
d. 65-84
e. Older than 84
29. How do you identify?
a. Man
b. Woman
c. Non-binary
d. Prefer to self-identify ______
e. Prefer to not answer
30. What is your postal code?

31. Do you have a disability or mobility challenge that would impact your ability to use public transportation? Check all that apply.
☐ Yes, I would need a vehicle to come near or to my door. I would not be able to walk a short distance.
☐ Yes, I would need an accessible vehicle
☐ Yes, I would need space for a service animal or mobility device
☐ Other _______
☐ No, I would not need accommodations
☐ Prefer to not answer
32. Do you wish to identify as an Indigenous person in Canada, such as First Nation, Métis, or Inuit?
a. Yes, I identify as Indigenous
b. No, I do not identify as Indigenous
c. Prefer to not answer
33. What is your employment status?
a. Employed Full-time 
b. Employed Part-time
c. Post-Secondary Student
d. High School Student 
e. Unemployed and currently looking for work outside the home
f. Not employed and not currently looking for work outside the home 
g. Retired
h. Other _______

[bookmark: _Ref134652126][bookmark: _Toc136018044]Appendix B: Survey Results
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25 of 133 respondents shared their experience of the existing transportation services in and around Gravenhurst.

If transit were to be implemented in Gravenhurst, how would you see transit benefiting the community? What should a transit service aim to accomplish?
[image: A close-up of words

Description automatically generated with low confidence]

How important are the following factors in your decision to use a potential new transit service?
[image: A screenshot of a computer

Description automatically generated]
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What destinations outside Gravenhurst would be important for transit to go to?
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Description automatically generated]















14 of 133 respondents mentioned some specific ideas for changing their preferred service.


Results of postal code question is omitted.
[image: ]
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Interim State : On Demand transit only


End State : Flex route and On Demand transit



What is the purpose of your most common trip?	
Work or school	Shopping (including grocery shopping)	Medical appointments	Social events/meeting with friends	Other	35	68	10	12	5	

Do you think that the town should invest in transit?	
Yes	Maybe	No	93	21	15	


Option 1	Option 2	Option 3	Option 4	Option 5	none	9	0	8	13	75	7	
Option 1	Option 2	Option 3	Option 4	Option 5	none	6.7669172932330823E-2	0	6.0150375939849621E-2	9.7744360902255634E-2	0.56390977443609025	5.2631578947368418E-2	

Average Weekday Hourly Boardings (Jan - Mar, '24)

Average Hourly Boardings	0.33333333333333331	0.375	0.41666666666666669	0.45833333333333331	0.5	0.54166666666666663	0.58333333333333337	0.625	0.66666666666666663	0.70833333333333337	0.75	0.79166666666666663	0.83333333333333337	0.875	1.8	2.1	2.4	2.8	3.7	4.3	4.8	4.5999999999999996	3.3	3.1	3.7	3.5	2.2000000000000002	1.1000000000000001	
Hourly Passenger Boardings



Annual municipal contributions to transit per capita

Municipal operating funding per capita	Gravenhurst (Interim State)	Gravenhurst (End State)	Bracebridge	Huntsville	Wasaga Beach	Midland	Penetanguishene	11.523447594436421	25.040054723721212	14.867957237792545	7.715467915070696	11.983227415332637	34.499803558399279	20.258906420561676	
Dollars per capita



Revenue to cost ratios

2021	Gravenhurst (Interim State)	Gravenhurst (End State)	Bracebridge	Huntsville	Wasaga Beach	Midland	Penetanguishene	0.14000000000000001	0.19	0.12	7.0000000000000007E-2	0.187	0.11	0.1	One-way fares ($)	3	3	2.5	2.25	2	3	3	
Revenue cost ratio


One-way fare ($)




Where do you live?	
Gravenhurst (urban area)	Kilworthy	Housey's Rapids	Severn Bridge	Barkway	Other	89	9	6	2	2	21	


Do you live there:	
All year	Seasonally (e.g., in the summer months only)	123	6	


What is the purpose of your most common trip?	
Work or school	Shopping (including grocery shopping)	Medical appointments	Social events/meeting with friends	Other	35	68	10	12	5	


How often do you take this trip?	
Multiple times a day	Once a day	Several times a week	Once a week	A couple times a month	21	18	68	16	7	


How do you typically travel within Gravenhurst?	
Drive myself	Ride as a passenger	Walk	Cycle	Taxi	Other	88	18	19	0	3	2	


What other modes of transportation do you use? Select all that apply	Drive myself	Ride as a passenger	Walk	Cycle	Taxi	Other	49	62	69	27	18	5	
Number of respondents



If you have used one or more of the existing transportation services, what was your experience like?

Great/Good	Times don't work well	Expensive	Limited service	Good but expensive	Comfortable	Uncomfortable	Crowded	8	5	5	4	2	1	1	1	
Number of respondents




Have you ever had to cancel appointments or plans because of a lack of transportation?	
Yes, often	Yes, sometimes	Only once or twice	Never	14	22	27	61	


When would you expect transit service to be available	
Some weekdays (e.g., Tuesday and Thursday only)	All weekdays (Monday to Friday)	All weekdays and Saturday	Seven days a week	16	18	28	58	

What do you believe should be the weekday hours of operation for a transit service (e.g., __am to __pm)?

Start time (AM)	3:00-3:59	4:00-4:59	5:00-5:59	6:00-6:59	7:00-7:59	8:00-8:59	9:00-9:59	10:00-10:59	11:00-11:59	12:00-12:59	0	0	3	16	39	32	12	4	1	0	End time (PM)	3:00-3:59	4:00-4:59	5:00-5:59	6:00-6:59	7:00-7:59	8:00-8:59	9:00-9:59	10:00-10:59	11:00-11:59	12:00-12:59	0	4	17	17	15	19	12	11	9	5	
Number of respondents




What do you believe should be the weekend hours of operation for a transit service (e.g., __am to __pm)?

Start time (AM)	3:00-3:59	4:00-4:59	5:00-5:59	6:00-6:59	7:00-7:59	8:00-8:59	9:00-9:59	10:00-10:59	11:00-11:59	12:00-12:59	0	0	1	6	18	32	23	16	2	0	End time (PM)	3:00-3:59	4:00-4:59	5:00-5:59	6:00-6:59	7:00-7:59	8:00-8:59	9:00-9:59	10:00-10:59	11:00-11:59	12:00-12:59	2	9	11	20	6	13	7	11	10	9	
Number of respondents





If transit met your transportation needs, meaning it brought you where you needed to go and when, would you use it?	
Yes, regularly	Yes, occassionally	No, I would not use transit	59	47	21	

Reasons why people would use transit

Independence and convenience	Inclement weather	Get to work	Save money	Aging and concerned about driving	Do not drive	One car household or unreliable car access	Access appointments	Social gatherings	Environmental sustainability	Groceries	Disability	10	9	8	8	7	5	5	3	3	3	3	2	
Number of respondents



Reasons why people would not use transit 

Have their own car	Rural residents	Tax increases	Service Quality and Distance to Stops	Health concerns	Increased emissions	21	5	4	4	1	1	
Number of respondents




Do you think that the town should invest in transit?	
Yes	Maybe	No	93	21	15	


Does option 1 meet your transportation needs?	
Yes	Somewhat	No	21	21	84	


Does option 2 meet your transportation needs?	
Yes	Somewhat	No	12	33	80	


Does option 3 meet your transportation needs?	
Yes	Somewhat	No	19	50	57	


Does option 4 meet your transportation needs?	
Yes	Somewhat	No	33	63	30	


Does option 5 meet your transportation needs?	
Yes	Somewhat	No	70	28	28	

What is your preferred option?


Option 1	Option 2	Option 3	Option 4	Option 5	none	9	0	8	13	75	7	
Option 1	Option 2	Option 3	Option 4	Option 5	none	6.7669172932330823E-2	0	6.0150375939849621E-2	9.7744360902255634E-2	0.56390977443609025	5.2631578947368418E-2	


If your prefered option was implemented, would you use transit?	
Yes, regularly	Yes, occassionally	No	49	52	22	

If you could make any changes to your preferred option, what would you change? 

Extend service to specific locations	Simplify service design	Extend service to neighbouring communities	Free concession fares	Include advance booking	Timed transfers	6	3	2	1	1	1	
Number of respondents




How old are you?	
Under 18	19-34	35-64	65-84	85 and older	1	14	56	57	1	


How do you identify?	
Man	Woman	Non-binary	Prefer to not answer	Other	47	75	0	7	0	


Do you wish to identify as an Indigenous person in Canada, such as First Nation, Métis, or Inuit?	
Yes, I identify as Indigenous	No, I do not identify as Indigenous	Prefer to not answer	2	108	13	
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