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Dear Len

Subject: Transmittal of Transit Master Plan

It is my pleasure to present the Transit Master Plan for the City of Cornwall. This plan has been the
product of significant work by internal staff and the Stantec team over the past 18 months. The plan
covers changes from today into the long-term future and features a redesigned conventional
network and proposals for Handi-Transit. I appreciate the flexibility the City has shown to extend the
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come. Thank you for the opportunity to work on an interesting and challenging project.

Stantec Consulting Ltd.

Graeme Masterton,
Transit Planning Leader
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1 INTRODUCTION
The origin of this Master Plan started as an online petition focused on Sunday service and
evolved into the first review of the transit system in 10 years. Though only a 10-year outlook, one
of the goals is also to determine whether the current network is the appropriate network for the
future. With an aging demographic and a desire to expand the scope of transit from a system
that provides a level of transit coverage of city to a system that focusses on providing a viable
transportation alternative by serving the areas of high travel demand (for example commuters
and students), the design of the network and the investment required to establish the service
needs to be reviewed.
A robust, well-designed transit system is uniquely situated to affect change because it positively
influences nearly every aspect of society and the urban form, including:
Land development: Transit enables intensification of land use on key corridors and supports new
development in identified growth nodes.
Social equity: Transit promotes access and mobility for all residents by eliminating the need to
own or have access to a car.
Health: Every transit trip begins and/ends as a walking or biking trip. Transit riders typically have
greater levels of physical activity integrated into their daily life.
Community aesthetic: Development along transit corridors is designed for the pedestrian
instead of the car. The sidewalk becomes a positive, vibrant place to be and fosters social
interaction.
Financial: Increased use of transit can prolong or eliminate the need for increases in network
capacity, saving tax dollars.
Environmental: Moving 20-50 people in one vehicle compared to individual cars reduces GHG
emissions and criteria air contaminants.
As with most municipalities, Cornwall is seeking to become as operationally efficient as possible
while also ensuring that the structure of the transit network is aimed at maximizing the use of the
system today and into the future. Many cities across North America are running buses on routes
that were designed decades ago. While these routes may have made sense for the make up
of a particular city at that time, they may no longer provide the best service for riders. What has
worked for transit in the past, is not always guaranteed to work in the future.
New technologies are personalizing mobility choices and changing the way people access
transit systems how they interact with conventional transit and how accessible services are
managed and provided. A solid understanding of these factors is key to removing barriers that
prevent transit use and expanding the passenger base.
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This report examines the existing conventional system and the accessible system, both at the
system level as well as the route level to determine the health of the services and the extent in
which travel demand needs are being met. This is a prerequisite to understand and identify
where potential changes should be considered for the future. Creating the vision for the transit
system is a key step in assessing the current system and preparing a 10-year plan (to 2026) and
identifying the phasing of improvements in pursuit of the long-term vision.
This plan is not only to identify how, where, and when existing transit riders use the system, but
how, where, and when future riders would want to use it. The study has been conducted within
the framework of the following approved plans as it pertains to the identified guiding principles
for transit:
•
•

City of Cornwall’s Strategic Plan
CUTA Vision 2040.
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2 PLANNING PROCESS
Like most transit systems, the Cornwall Transit System has grown incrementally and
independently in an organic fashion - routes are adjusted to match the ebb and flow of
demand and development over time. The master plan process presents the opportunity to
reflect from the day-to-day realities of operating a transit system and to better understand the
current and future travel needs of Cornwall in order to formulate plans that are consistent with
the vision, goals, and future plans of the City.
The planning process responds to the following transit related questions:
•
•
•
•

What do we have (system assessment)?
What do we want (vision)?
What do we need to develop (future plan)?
How are we going to get there (implementation plan)?

The most recent operational transit study was conducted and approved in 2007. As opposed to
the operational nature of this study, this master plan includes a broader planning and
marketing-focused approach to determine key insights such as transit origin-destination
patterns, commuter flows, population density, key user demographics, and the local context to
give a fresh new perspective on how to engage potential riders and increase ridership.
Innovative ideas/recommendations for alternative service delivery models are to be
researched to achieve these objectives.
Figure 1 – Cornwall Transit Master Plan Process Overview
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2.1

STEP 1: CREATE THE VISION

The vision of the transit system identifies the intent and the unconstrained future of transit. This
vision is a clear and concise statement that describes what transit is to the City of Cornwall. This
statement provides the overall guidance to the transit system in terms of its development,
expansion and evolution from its current state.

2.2

STEP 2: CREATE THE GOALS AND OBJECTIVES

The goals are the key ways in which the vision of the transit system will be achieved to make the
required impact on the community. These goals guide the design of the transit system and are
typically high level statements with a detailed description of the intent of the goal. Objectives
are a description of the intent of the goals of the transit system and from them service
performance targets are derived that assist in measuring, evaluating and monitoring progress
towards achieving the goals in pursuit of the vision over time (for example, service frequencies
and ridership rates). Stakeholder and public engagement helps refine the vision, goals and
objectives.

2.3

STEP 3: EXISTING SYSTEM ASSESSMENT

The existing system assessment is a detailed review of the transit system and other transportation
services based on the identified project parameters. The assessment provides an indication of
how the services are performing and utilized by customers. Transit use is analyzed in context of
the overall transportation network to identify opportunities and gaps in transit service provision
relative to market demand.

2.4

STEP 4: DRAFT NETWORK

The draft future transit network translates the vision, goals and objectives from the written word
to a map portraying the proposed transit services and associated infrastructure. This iterative
and collaborative process begins by brainstorming ultimate, unconstrained future networks. The
options are refined to either a set of preferred alternatives or to a single option. Stakeholder and
public engagement is key to examining the reaction to the proposals, and aides in the
refinement of the preferred future transit network.

2.5

STEP 5: FINAL NETWORK

Once the final future transit network is approved, the phased implementation plan describes
how the network of today will transform over time. It identifies when routes should change,
when frequency improvements are required, which changes are complementary and may be
implemented as a package and when infrastructure improvements are required. In some
instances, infrastructure provision may precede a set of route changes. Estimates of probable
cost and performance measure goals are developed for each phase of the implementation
plan.
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2.6

STEP 6: FINAL REPORT

The final report is a compilation of the elements of the planning activities related to the
development of the long-term transit plan that include the methodology, planning process,
public and stakeholder consultation, data analysis, transit vision and goals, implementation
phasing, and impacts (costs and ridership).

3 PUBLIC ENGAGEMENT
Public engagement requires more than just informing stakeholders; meaningful engagement
requires that all stakeholders are included in the decision-making process. A significant
component of the Cornwall Transit Master Plan included extensive outreach activities. These
activities were necessary to understand the needs and desires of those who have an interest in
Cornwall Transit.

3.1

STAKEHOLDERS

Several stakeholders were identified by Cornwall Transit, the City of Cornwall, local citizens and
by Stantec. Some stakeholders were not contacted (WalMart, several of the schools) because
service was determined to stay within walk distance or because there was no longer a
transportation relationship with Cornwall Transit. A list of the stakeholders who were consulted
during the course of the project is provided below.
Table 1 – List of Study Stakeholders
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3.2

PUBLIC INFORMATION SESSIONS

On October 11, 2016 Stantec and ACART representatives met with City Council to present study
background information and receive Council input on the direction of the study. In addition,
between October 11th and October 12th meetings were held with the following stakeholders:
•
•
•

Cornwall Transit Committee;
Cornwall Transit Union Executive;
Cornwall Transit Operators.

A public consultation session was held on October 12th between 3:30 p.m. and 7:00 p.m. at the
Cornwall Civic Complex. In total, 33 people attended and provided input related to the future
direction of transit. In the days following the public information session 19 written comments
were received.
Through this process comments were received on various topics. A summary of the major
comments is provided below:
•
•
•
•
•
•
•

•
•

3.3

The importance of transit plays in people’s daily lives
The desire for expanded services to new subdivisions and regional connections
A desire for Sunday transit service
Concerns with the on-time performance of the transit system - in particular adherence
to the printed schedule
A desire to simplify the transit system, specifically the routing, maps, and schedules to
make it easier to understand and use
A desire for better communication about service disruptions and route deviations
Directness of routing, i.e. reducing circuitous and meandering routes, eliminating
“forced transfers” at the Downtown Transit Terminal in order to travel across Cornwall by
providing “one-seat rides” wherever possible.
Concerns with the wait times and scheduling of Handi-Transit services
Questions about the size of buses used for the transit system.

ONLINE ENGAGEMENT SURVEY

To reach the youth demographic (under 18 of age), coordination with local high schools was
initiated to solicit input via an online survey. Although the focus was primarily to encourage on
improving youth engagement the survey was also used to improve the sample size of
respondents beyond what was obtained during the on-board questionnaire. The online survey
was widely disseminated through Cornwall’s web and social media pages as well as through
notices posted at various high schools to raise awareness and encourage input.
The survey was actively promoted between October 26 and November 4, 2016 and the
deadline was extended until November 19, 2016 as a number of high schools were still getting
students to fill out the survey. Overall, 295 completed surveys were received, and 333 partially
completed for a grand total of 628 responses from students.
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All respondents were asked to provide demographic data of their age and occupation status.
Different questions were asked depending on whether respondents were existing transit users or
not. Existing transit users, were asked to provide details on which routes they use and for what
purpose as well as to which extent did they approve of the service. Non-transit users were
requested to provide information revolving around where and for which purpose they would
potentially take transit.
In general, survey results suggest that transit is used for multi trip-making purposes as opposed to
single purpose trips. The major trip purposes are employment, shopping, school and recreation.
Regarding customer satisfaction, responses were generally positive, for example:
•
•
•
•

“Cornwall Transit does a good job providing service - 67% of respondents
“Bus operators are helpful - 76% of respondents
“Will be lifelong transit users – 57% of respondents
“Fares are reasonable - 47% of respondents (27% disagree)

When asked what improvements respondents most wanted to see; the following priorities were
identified:
1.
2.
3.
4.
5.
6.

Sunday Transit Service;
Better on-time performance (schedule adherence)
Proximity (accessibility) to transit;
Faster trips;
More comfortable shelters and transit facilities;
Regional connections.

3.4

SUMMARY OF ENGAGEMENT ISSUES

A number of issues with the existing system were highlighted by the public. These issues were
considered during the development of the transit master plan:
Transit is essential to life in Cornwall. The main takeaways from public engagement was that
residents and businesses alike rely on the service that is provided. Many existing riders are happy
with the service as-is, but feel there is room for improvement.
Conventional transit reliability is a concern. Understandably, passengers get frustrated when
they are waiting for a bus and it is significantly delayed with no ability to access real-time
information related to the length of delays. Concerns regarding on-time performance were
noted as an issue.
Specialized transit reliability is also a concern. Reliability concerns in the specialized transit
system (Handi-Transit), where customers referred to the difficulty to get a scheduled pick-up in a
timely fashion. There are opportunities to improve communication between transit operations
and riders to help foster a mutual trust between both parties.
Service to new areas needs to be considered. Although the growth in Cornwall’s population
has been slow in recent years, new subdivisions being planned and developed and
respondents indicated that they would like access to transit. It was also noted that the structure
of the existing system does not permit the system to easily expand into new areas due to the
original design and organic growth of the routes.
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Re-imagine the system. Riders want to see a change in the way the system connects them to
the various destinations in the City. There is a desire and an acknowledgement that Cornwall
has outgrown a single-transfer point (downtown) and one-way loop routing.
Simplify the network. Simplifying the network to allow more direct connections between high
activity centres and reduce the time it takes to get to these areas of the City.
Sunday transit service remains contentious. Many residents feel that the lack of Sunday service
inhibits their ability to enjoy the City, to access employment and other destination. There is an
acknowledgement that implementing Sunday service will be adding a new cost to the system
or may require redirecting resources from other areas to accomplish this.
Don’t neglect the existing users. Students and working adults are a great source of ridership. A
delicate balance must be maintained between addressing their concerns without neglecting
the needs and desires of elderly riders as well. There are opportunities to improve the
experience for all users.
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4 CORNWALL TODAY
A snapshot of Cornwall today and how it is likely to change provides a basis for reviewing the
development of the city in relation to the transit network. By understanding its socio-economic
makeup of the City, where people live, where growth is expected to occur and how that
relates to the evolution of key destinations, the existing transit system can be examined in terms
of to which extent it accommodates existing and future travel patterns. This review of the City
will help paint the picture of where people live, where development is likely to occur, where
people want to go who the potential transit customers are. The goal is to develop a layered
picture of Cornwall so that proposed adjustments to the service are based upon statistics as
opposed to subjective judgment.

4.1

DEMOGRAPHICS

Demographics assist in identifying the potential transit markets in Cornwall and can be
compared to ridership statistics (if available) to determine the level of existing market
penetration.
Cornwall has a population of 46,300 but is part of the broader United Counties of Stormont,
Dundas and Glengarry (SDG). When considered together they constitute a larger regional area
with a population of approximately 111,100 (Statistics Canada, 2016). From these statistics, the
Age Pyramid for Cornwall is depicted below:
Figure 2 – Cornwall Age Pyramid
65+
55 to 64 years
45 to 54 years
35 to 44 years
25 to 34 years
20 to 24 years
15 to 19 years
14 years and under
6,000

4,000

2,000
Male
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The fastest growing age group in Cornwall is the 65+ age category accounting for
approximately 20% of the population. As is the case in the majority of smaller Canadian cities,
this aging trend is likely due to the “Baby Boomers” entering the 65+ age group. This is a fairly
typical age distribution though Cornwall appears to have more than it’s share of Baby Boomers
along with Generation X. The median age of Cornwall’s population is 45.3 compared to the
national median of 40.6.
While this may suggest increased demand for accessible transit services, it concretely shows
that the current commuter market (19-44 age group) has the greatest potential to secure a
longer term, daily customer base, is small.

4.2

LAND USE AND FORM

Cornwall is an urban centre with some areas within the City limits that are considered rural,
vacant, or undeveloped. The City can be characterized as a low-rise residential community
supporting a centralized downtown area with some trends towards moderate density housing
such as townhouses and apartments. Although once heavily dominated by manufacturing
industries, Cornwall’s business community now comprises a mixture of logistics and distributions
operations, service companies, call centres and manufacturers, with employment spread
primarily between these sectors as can be seen in Table 2.
The development pattern resembles that of an inverted “T”, which can be attributed to initial
urbanization spanning East/West along the St. Lawrence River and the old CN Mainline,
followed by development along Pitt Street spanning North/South as the City began to grow
(See Figure 3).
Over the past 20 years, Cornwall’s downtown area has strengthened its role as one of the
foundations for the City in terms of business, culture, and leisure. Pitt Street appears to act as the
backbone of the downtown area, boasting a healthy mix of businesses, shops, and services
that branch out from the main strip onto adjacent streets. The Provincial Courthouse, Public
Library, Cornwall Square Shopping Centre, the Civic Complex and City Hall, among smaller
local stores and services, are but a few of the many amenities located in proximity to the street
(See Figure 3 for general land uses and Appendix A for detailed Zoning Map).
Along with Pitt; Second Street, McConnell Avenue and Ninth Street are all activity corridors
supporting commercial and institutional hubs with many local and regional facilities and
services such as the Cornwall Hospital, Eastcourt Mall, and Brookdale Centre.
The Benson Centre, although not directly located in the defined downtown area, is another
contributor to the healthy evolution and prosperity of the City by providing the community with
recreational and conference/board room facilities.
What does this translate to with respect to transit ridership? There are several activity nodes or
corridors that compete with each other for potential ridership that creates a challenge for the
transit system. These three areas (Benson Centre, downtown and light industrial) are not neatly
aligned into a corridor, therefore, the system must provide access from around Cornwall to
these key destinations. To do so means a transit network structure with one of these features:
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•

•

Circuitous routing to avoid a transfer. This is a feature of the existing transit network
structure meaning longer travel times and is usually seen in systems that are focused on
coverage of the city rather than moving people quickly.
Direct routing that typically requires a transfer but trip times are fast and more direct
overall and are a feature of systems focused upon ridership rather than coverage.
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Figure 3 – Existing Transit and City Land Uses
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The City has developed into a hub for logistics operations, with distribution centre activity also
translating into growth in support sectors such as transportation, much of this located in the
Business Park in the City’s east end comprised of industrial land uses and reasonably priced
acreage. In a broader context, the NAV Centre, the St. Lawrence College Campus, and the St.
Lawrence River Institute of Environmental Services (SLRIES), have helped this shift towards more
service-based jobs and employment.
Light industrial land uses always pose a challenge for transit operations. The job patterns tend to
be atypical and coincide to create a high commuter profile but rather are somewhat
dispersed throughout a larger area creating transit routes that take too long to get people to
work. The higher density of jobs or services at NAV, the college or SLRIES create the potential for
transit ridership but only during the peak periods.

4.3

GROWTH TRENDS, PROJECTIONS AND DEVELOPMENTS

Historical population growth in the City has shown to be relatively stable. Between 2006 and
2011 there was a 0.2% population increase year over year (see Table 2). According to the
Municipal Comprehensive Review (MCR) completed in April 2014, the City of Cornwall is
forecast to experience a 7.3% increase in population by the year 2026, which would yield a
population of around 49,700. By 2036, the City population is forecast to reach 50,900. Much of
this growth is expected to be spurred by increases in the seniors age group through in-migration
from surrounding areas which is typical if there are key services missing in the outlying regional
communities.
Table 2 – Historical Population Growth in Cornwall (Stats Canada)
Municipality

2006

2011

Annual Growth

Cornwall

45,965

46,340

0.2%

Stormont, Dundas and Glengarry

110,399

111,164

0.1%

2006

2011

Change

Downtown

10,809

10,393

(416)

Centretown

10,974

11,625

651

East End

16,658

16,725

67

Eamer's Corners

3,516

3,589

73

Riverdale

3,758

3,687

(71)

250

321

71

45,965

46,340

375

Table 3 – Population growth by community area
Community Area

Non-Community Areas
Total

13 | Page

Cornwall Transit Master Plan

The City is comprised of five residential communities (Figure 4) as well as Guindon Park.
Population has shifted somewhat out of the downtown area northwards into Centretown with
the other areas being relatively static (Table 3).

4.3.1 Future Population & Employment
Population and Employment forecasts for Cornwall were obtained from the Municipal
Comprehensive Review prepared by Watson & Associates Economists LTD. in 2014. The
forecasts are presented in Table 3.
Based on the forecasts, Cornwall is a relatively stable and mature community with minor
changes expected in population and jobs excepted over the next decade. These changes
should be considered in the network evaluation.
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Figure 4 – Cornwall Residential Communities
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Since the latest census survey in 2011, residential developments were constructed primarily in
East End, Eamer’s Corners and Riverdale (Table 4) with 76% being multi-family dwellings (semidetached or higher density).
Table 4 – Residential construction, permanent living units by dwelling type (2011-14)

Dwelling Type

Downtown Centretown East End

Eamer’s
Corners Riverdale Total %

Single Family Dwelling

2

35

26

48

16

127

24

Semi-Detached

2

38

18

72

8

138

26

Townhouse

0

0

0

9

0

9

2

Apartments

52

4

96

3

99

254

48

Total

56

77

140

132

123

528 100

The forecast based on housing type and location (see Table 5) is for higher density
development to occur in the downtown and a continuation of the low density development
(although at a much higher rate- 66% of the new development) in the Centretown and Eamer’s
Corner areas (see Figure 5). This means that the central spine of Cornwall will continue to
support the residential market with the jobs and services located where they are today. Transit
in the future should consider the central spine nature of the growth and the relationship to jobs if
there is a desire to focus upon the peak period market for new ridership. From an off-peak,
midday or shopper perspective, high connectivity through Centretown Corner into downtown,
the Benson Centre and other major recreational/activity centres would be the priority.
Movement from Eamer’s Corner and the East End via transit to the same areas is as important
though local movements to smaller more localized facilities may be the priority versus into
downtown for those residents.
Table 5 – Urban Housing Growth Forecast, 2014-2034, Statistics Canada (2016)

Location
Densification

Low Density Medium Density High Density Total

% Share

35

70

315

420

20%

0

0

100

100

5%

(Infill/Redevelopment)
Second Suites
Greenfield Areas

1,350

75

145

1,570

75%

Total

1,385

145

560

2,090

100%
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Figure 5 – Projected Developments in Cornwall

Source: City of Cornwall, 2017
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5 VISION & OBJECTIVES
Cornwall is a diverse city with a cultural identity and diverse employment sectors. A blanket
approach to serving all residents and businesses with transit is unlikely to yield positive results.
Transit is dictated by the City’s visions and objectives that represent a shared value among the
residents, businesses, and visitors. The City’s transit system must reflect the community’s vision to
foster multi-modal transportation options and work towards that. Not every trip can or should be
served by transit but it must be recognized that transit is part of a larger multi-modal mobility
network that works together to provide transportation for the community and to improve the
City’s quality of life and economic prosperity. To that effect, it is important that the provision of
transit services acknowledge the City’s Strategic Plan and its role in a regional context and
provides connections to regional services that are currently servicing the City. This must all be
done with a delicate balance between a focus on the people the system serves and the City’s
fiscal responsibilities in maximizing the systems benefit with the available budget.
The transit vision statement is intended to describe the end state of the system (the ideal
outcome)—in the future when all the objectives have been achieved. By its nature, it is
inspirational and idealistic. It is important to note that the emphasis of the vision statement is on
what the end will be like, and less on what the City and/or Cornwall Transit need to do to get
there. Statements on how this is achieved are secondary and are stated as objectives and
measures.
Despite a true vision statement being high level, it can be a powerful message that drives the
motivation and engagement of employees, and that stakeholders such as council and
customers can embrace and support through investment and use.
Vision statements are inspirational, clear, memorable, and concise. Some interesting examples
are:
Oxfam: A just world without poverty
Habitat for Humanity: A world where everyone has a decent place to live.
San Diego Zoo: To become a world leader at connecting people to wildlife and conservation.
TED Talks: Spreading Ideas
The Humane Society: Celebrating Animals, Confronting Cruelty.
Smithsonian: The increase and diffusion of knowledge.
Monterey Bay Aquarium: To inspire conservation of the oceans.

The goal is to create a similarly clear vision for transit within Cornwall that lays the foundation for
all subsequent decisions.
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5.1

THEMES

It is useful to review other plans in Cornwall or other organizations in terms of their individual
vision, value and goals as it pertains to transit. Essentially, transit is an integral component of all
these plans, helping the City to support the desired outcomes to achieve its overall vision.
A well designed and operated transit system can be a strong contributor to achieving the local
goals that are articulated in various plans. Simplicity in design and functionality usually means
establishing a simple and attractive transit system that everyone can understand and use.
Understanding why people may react to transit in different ways, based on their personal needs
and circumstances, helps to create a transit network that is acceptable and that reduces the
barrier to use - potentially offering a new way of travel for many.
The expectation of the transit system is captured and incorporated in its overall vision and the
transit master plan articulates this overall vision by describing what that might look like in terms
of service and infrastructure, and then outlines a potential plan to evolve from the current
condition towards that vision.
The creation of a transit-specific vision is necessary to inform other plans and create a sense of
unity amongst them. A well designed and operated transit system can be a strong contributor
to achieving the local goals that are articulated in various plans.

5.1.1 Cornwall Strategic Plan
The City of Cornwall’s 2016-2018 Strategic Plan is built upon the City’s core values and vision,
and is broken down into four pillars:
•
•
•
•

Quality of Life
Economic and Financial
Environment, and
Governance and Administration.

The city is proud of its heritage and strives to be the progressive, sustainable city of choice along
the St. Lawrence River in Eastern Ontario. It is defined by its values of accessibility, bilingualism,
collaboration, inclusiveness, innovation, integrity, leadership, transparency, and respect. Transit
and active transportation will play a large role in helping to fulfil the city’s vision and strategic
plan objectives.
Two of the Pillars in the Strategic Plan include strategic objectives that will help guide Council
and Administration on transit and active transportation issues. Pillar 1 – Quality of Life communicates the importance of enhancing transit services, and to continue the
implementation of the bike and pedestrian master plan. Pillar 2 - Economic & Financial communicates that a plan for accessible infrastructure should continue to be developed,
which will include accessible bus stops.

19 | Page

Cornwall Transit Master Plan

5.1.2 CUTA Transit Vision 2040
Transit Vision 2040 (Canadian Urban Transit Association) discusses the important role that transit
plays in Canada’s future, and outlines strategic directions that will help to push transit in the
direction that it must go. The Vision for 2040 does not describe an idyllic state, rather, it outlines a
strategic approach to the design and management of urban mobility. The major themes that
define the vision for 2040 include putting transit at the centre of communities, revolutionizing
service, focusing on customers, building sustainability and resilience, ensuring financial health,
strengthening knowledge and practice, and harnessing technology and innovation. Through
integrating the actions outlined within Transit Vision 2040, CUTA aims to significantly increase the
projected per capita ridership across Canada. By 2040, the goal is to increase per capita
ridership in major metropolitan areas by 50%, large cities by 50%, medium cities by 75%, and
small cities and small/rural communities by 100%.
Many of these themes are similar to those expressed by the public in Cornwall and should be at
the focus of the Vision.

5.2

TRANSIT VISION GUIDING PRINCIPLES

These are the main planning principles that guide the creation of the vision and the structural
changes needed in the network to match that vision.
Simplify the system structure to allow for fast movements and accommodate growth without
disruption to the base network.
Create more opportunity to transfer to different destinations that puts transit at the centre of the
community by emulating desired travel patterns.
Build ridership through removing barriers to transit such as the complexity of the system and new
technologies that provide information to the user at key decision points in their travel decisionmaking.

5.3

VISION STATEMENT

Transit is the “glue” that binds the city together in a meaningful way and supports the future
expansion and development of the city. The vision statement reflects the important role that
transit plays within Cornwall and to the larger region.
“Transit connects people to jobs and services, within Cornwall and connects to the broader
region as part of a multi-modal transportation network.”

5.4

VALUE STATEMENT

The value statement of the Cornwall Transit system describes the way in which the transit system
intends to operate to achieve its vision. This creates the foundation of the operational side of
the service.
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This value statement describes the service where stakeholders are recognized – i.e. service
delivery is focused on maximizing the customer experience in providing service in response to
travel demand in an efficient way while augmenting the community’s sustainable footprint. The
identified value statement is:

“Transit operates an efficient, inclusive and
customer-focused service that takes passengers
where they need to go.”
5.5

OBJECTIVES

Through discussions with the City’s Transit Committee, Stakeholders, and the public, four main
objectives have been developed to address the needs and opportunities of the system.

5.5.1 Objective 1: Value the customer’s time
Passengers want to have trust in their transit system. Many rely on the service, and others want
to be able to rely on the service.
The performance measures that will determine the achievement of this objective are:
•
•
•

Reduction of average door to door travel time on transit;
On-time performance; and
Consistency of average time between buses.

5.5.2 Objective 2: Work effectively
The current system has good coverage, however in transit, coverage does not necessarily
equate to a good transit system. Having a bus stop in front of one’s house does not mean that
buses serving the stop will take you where you want to go.
The performance measures that will determine the achievement of this objective are:
•
•
•

Increased ridership;
Increased use of transit to key centres (measured by percent of trips); and
Increased population density by route.

5.5.3 Objective 3: Make transit accessible and inclusive
Due to the nature of transit; often servicing specific routes, on specific roadways, and at
specific times, accessibility can vary for people who want to use the service. It may be
confusing for younger riders who are unfamiliar with how to understand the schedules and
routes, stops may be too far away for a person with mobility issues to access, the service may
be too costly to use or the service may not be offered at times that people need to take it.
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These affect the accessibility of the service for users. Services that are simple to understand and
easy to use are more likely to be used by the entire community.
The performance measures that will determine the achievement of these objectives are:
•
•
•
•

Reduced wait times for persons with reduced mobility;
More youth and younger customers riding the bus;
Transit is an available option on all days, and for shift workers; and
Transit is affordable (correct fares and fare mediums).

5.5.4 Objective 4: Create connections
The primary purpose of transit is to create the opportunity to move around Cornwall without the
need of a personal vehicle. Transit has to provide movements to where people want to go,
whether those points are a person’s house, place of employment, a meal, an appointment or
grocery store. Connections need to be timely and preferably in the direction of travel to be as
efficient as possible. Those connections need to ensure that the transfer takes place in a safe
setting while limiting the length of time between transfers so that it doesn’t feel like a penalty to
the passenger. Ensuring that the system provides connections between an integrated suite of
transportation services will provide a more flexible system for customers and give them the
option to use whatever mode of transportation suits them best for their needs for a particular
journey.
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Figure 6 – Cornwall Vision and Objectives
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6 EXISTING SYSTEM ASSESSMENT
6.1

PEER COMPARISONS

A comparative analysis of Cornwall Transit in relation to five similar transit systems across Ontario
was performed to see how the system compares.

6.1.1 Comparison Criteria
Based on available Canadian Urban Transit Association (CUTA) data, five peer conventional
transit systems from across Ontario were compared with Cornwall based on population size and
urban form.
Table 6 – List of municipalities compared with Cornwall CUTA 2015

Centre vs
Community Population Suburb

No. of Transit
Post-Secondary School(s)
Routes

Cornwall

46,300

Centre

9

Belleville

49,500

Centre

Timmins

43,200

Centre

Stratford

32,000

Centre

10

Sunday
Service

St. Lawrence College

No

10

Loyalist College

Yes

12

Northern College
University of Waterloo, Stratford
Campus;

Yes
No

Conestoga College ITAL
North Bay

53,700

Centre

8

Welland

50,300

Suburb

15

Nipissing University;

Yes

Niagara College

No

The population size of the identified communities is within the same ballpark except for Stratford
which is approximately 14,000 residents smaller than Cornwall. Three out of the five transit
agencies offer Sunday transit services and all the communities have some form of postsecondary education. Additionally, the majority these communities are self contained urban
centres meaning that they are not suburbs of a larger urban centre located nearby.

6.2

TRANSIT NETWORK

The system can best be described as a focal point transfer or radial transit network. The
characteristics of a radial transit network include focusing on collecting passengers from
outlying areas and bringing them into a major central location, in this case Pitt & Second, for
connections to the rest of the City. Regardless of where you want to travel in the city, you must
travel to the downtown terminal to make a connection. This is very common in small systems
where route frequencies as so low that missing a transfer can mean waiting an hour for a bus.
As systems mature, this type of system design is used in the outer suburbs only.
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Figure 7 – Cornwall: Existing Transit System

Most of the routes in this network are characterized as one-way loops that offer coverage
outward from the central business district towards residential and other activity centres, typically
in a one-way fashion and return via a different routing. The routes themselves are complex in
nature with multiple loops and crossing patterns.
When routes are placed into three different categories in order to determine overall complexity,
the system structure becomes clear. This is important to understand because one of the first
barriers to transit is the ability to easily understand how the system operates. Ninety-percent of
the routes are either complex or complicated meaning that attracting new users to the system
will be challenging as they will have difficulties understanding the routing structure. In total,
Cornwall Transit operates 7 conventional bus routes, 3 supplementary bus routes to serve the
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Cornwall Business Park, 1 community route, and a specialized transit service under the brand of
Handi-Transit.
A number of the routes are “interlined” or operated as a single route. These are routes having
two distinct halves—each with the same route number but a different route name. This can
certainly contribute to passenger confusion.
Table 7 – Existing Transit Route Summary

Route

Type

Weekday
Headway

Length
(Km)

No. of
stops

Average stop
spacing (m)

1 – Pitt

Conventional

30 min

12.9

45

286

1 – McConnell

Conventional

30 min

11.1

40

277

2 – Sunrise

Conventional

30 min

11

44

249

2 – Cumberland

Conventional

30 min

10.8

45

239

3 – Brookdale

Conventional

30 min

10.9

32

339

3 – Montreal

Conventional

30 min

10.7

37

288

4 – Riverdale

Conventional

30 min

12.1

41

296

61 – Community

60 min

20.2

38

533

S1 Supplementary Supplementary

30 min

12.3

n/a

n/a

S2 Supplementary Supplementary

30 min

12.8

n/a

n/a

S3 Supplementary Supplementary

30 min

10.9

n/a

n/a

Handi-Transit

Varies

n/a

n/a
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6.2.1 Comparative Metrics
The following performance indicators were used to compare Cornwall’s conventional system
with the performance of 5 similar sized transit systems (population and service hours):
•
•
•
•
•

Total Ridership;
Cost per Hour
Service Hours per Capita;
Revenue-Cost Ratio
Average Fare

The performance of the comparative systems is summarized in the table below:
Table 8 – Comparative System Performance

6.2.1.1

Annual Ridership

Cornwall’s total ridership is generally in-line with other agencies with the exception of North Bay
which is an anomaly compared to the other four systems. As expected, larger cities typically
demonstrate higher ridership. and Stratford had lower total ridership. The one exception is the
City of Timmins which has a smaller population than Cornwall but a larger transit ridership.
Figure 8 – Total Transit Ridership (Conventional Transit)
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While total ridership is an important metric it doesn’t speak to the utilization or efficiency of a
transit system. Often, transit agencies have a mandate to reduce costs, which typically
translates into reducing service which means less service and a consequent reduction in
ridership. This doesn’t necessarily mean that a system is being underutilized when compared to
other transit systems. It is for this reason additional metrics need to be considered to understand
the transit system performance.

6.2.1.2 Passengers per Hour
The number of passengers a system carries per hour is a measure of the effectiveness of the
system. Cornwall carries 20.2 passengers per hour of operation which is slightly below the
average for the peer systems. This most likely reflects the complicated nature of the system with
indirect and long trips in comparison to other modes of transportation. This impacts transit
attractiveness and thus ridership due to the length of time a journey takes.
Figure 9 – Rides per Hour

6.2.1.3 Cost per hour
Operating cost per Hour is a measure of the effectiveness of the service in terms of the
resources required to deliver service. Cornwall performs at a slightly higher cost per hour ($108)
than the average of its peer systems ($103). There may be specific reasons related to a higher
cost structure but there may also be opportunities to review and reduce some of the cost
elements.
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Figure 10 – Cost per Hour

6.2.1.4 Service Hours per Capita
Figure 11 – Service Hours per Capita

Service hours per capita is a relative measure that allows comparison between communities of
different sizes to show the level of investment in transit in offering an alternative travel option.
Cornwall is at the lower end of the spectrum and well below the average of nearly 1 hour per
person. This provides insight into the requirement to invest in transit in order to establish a viable
alternative travel option.

29 | Page

Cornwall Transit Master Plan

6.2.1.5 Average Cash Fare
The average cash fare reflects the fare paid by all riders irrespective of the fare product that is
used. This metric reflects the extent of discounted fare products that are present in transit
systems e.g. discounted tickets and even further discounted student, senior and monthly transit
passes. Figure 12 shows the Cornwall average fare ($1.45) is lower that the average fare of peer
systems ($1.70)). This suggests the need to assess fares in terms of perceived value for money
and review the range of fare products and their associated discounts.
Figure 12 – Average Fare (Conventional Transit)

6.2.1.6 Cost Recovery

Figure 13 – Average Fare (Conventional Transit)

Cost recovery is defined as the
ratio of fare revenues to
Operating cost and provides
an indication of what portion
of the cost of service provision
is covered by fare paying
customers. Based on CUTA
stats, Cornwall transit shows the
lowest recovery ratio of 27%
compared to an average of
37% of the peer group of
systems. This is the effect of a
high cost per hour coupled
with a low average fare.
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6.2.1.7 Data Review Summary
Based on the Cornwall performance metrics and the comparison to the identified peer transit
systems, the Cornwall system has reached a point where no further expansion to the current
system is possible without introducing further inefficient and costly service. Excessive trips times
and reduced ridership confirms this current state of affairs.
Therefore, the time is opportune to review the feasibility of significant restructuring by taking a
fresh look at a system restructure based on the origins and destinations needs of customers. This
includes a review of the level of investment in the amount of service to transform the existing
service into a viable and sustainable alternative mode of transportation. The aim should be to
increase ridership, improve financial performance, and contribute to mode share changes
beneficial to the environment.

6.3

ON-BOARD QUESTIONNAIRE AND RIDERSHIP SURVEY

As a first step, understanding the origins and destinations of existing riders helps to identify how
the system is being utilized by customers. This often differs from the understanding of the transit
planners with respect to transfers and travel patterns.
Two surveys were undertaken:
•
•

An on-board questionnaire targeted at riders to get a sense of their boarding location,
destination, trip purpose and frequency of use.
At the same time, a ridership survey was conducted that recorded boarding and
alighting passengers at each stop on trips.

Surveys were conducted on the following dates:
Table 9 – On-Board Survey Dates
Route Type
Conventional

Dates Surveyed

Times

September 29-30, 2016

AM Peak (7 to 10 AM),

November 9, 2016

PM Peak (2:30 to 5:30 PM)

Community

October 5, 2016

Mid-Day (10 AM to 2:30 PM)

Supplementary

November 30, 2016

AM Peak (7 to 10 AM),
PM Peak (2:30 to 5:30 PM)

Responses

No. Trips
Surveyed

334

98

27

7

N/A

9

The survey periods and hours were based on daily ridership information from Cornwall Transit
which identified the AM and PM peak periods for conventional service with the highest ridership
per hour in comparison to midday and evening ridership. Community service only operates
during the midday, and supplementary services only during AM and PM peak periods.
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6.3.1 Origins & Destinations
The data obtained from the On-Board questionnaire together with the Ridership survey was
assigned to the 18 census zones shown in Figure 14. The survey data was assigned based on
stated origins and destinations; either through an address, intersection, or postal code. This data
was then extrapolated for the ridership survey based on the on-board survey sample. A
detailed breakdown of the survey results and data is contained in Appendix B.
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Figure 14 – Zonal System for Transit Demand Analysis
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Figure 15 – AM Peak Origin-Destination Movements

The AM Peak period features movement to and from Zone 5 as the key zone with significant
reverse flows north into Zone 13.
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Figure 16 – PM Peak Origin-Destination Movements

This information is based on limited responses from the survey and does not factor Midday
which is the peak of use today. The PM Peak does not correlate inversely with the travel
movements from the AM Peak. It features strong movements to and from the downtown (Zone
9) and heavy movements to and from Zone 4. There are new zones that are shown (Zone 15,
Zone 3, Zone 6) that were not in the AM peak.
The strong north- south travel between Zones 13, Zone 12 and downtown to Zone 5 along with
the east west movement from Zone 9 to Zones 3 and 4 should be considered in the
development of a new network.
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6.3.2 Profile of Respondents
Figure 17 – Existing Transit Demand - Occupation Split

The on-board questionnaire provided a
snapshot of ridership demographics and trip
purposes during the AM and PM peak
periods. This data identified that the largest
proportion of respondents, comprising 31%
of responses (Figure 17) were students
(spurred by demand from St. Lawrence
College (located in Zone 5 St. Joseph’s high
school in Centretown (Zone 13).

Figure 18 – Existing Transit Demand - Age Split

Combined, the age groups of 24 and under
account for 30% of responses (Figure 18) and
match up well to the student occupation
split. Working-age adults comprised 55% of
respondents which would indicate that peak
period services should be more of a
consideration.

Figure 19 – Existing Transit Demand - Trip Purpose

Work-related trips accounted for the largest proportion
of responses (27%) with a further 21% for school which
indicates that 48% of the respondents use the system
most likely in the peak periods. Much of these trips are
focused around St. Lawrence College, institutional land
uses along Pitt and Second Streets as well as
commercial activity along Ninth Street and Brookdale
Avenue. Shopping and recreation are typical
percentages in smaller systems.
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6.4

RIDERSHIP

On average, the transit system accommodates approximately 3,000 weekday boardings on all
services (conventional, community, supplementary, and Handi-Transit), per day.
Daily ridership details were compiled using Cornwall Transit’s farebox (GFI) data which records
boarding passengers by date, time and route on the conventional and community transit
routes.

6.4.1 Boardings by Time Period
The Cornwall transit boarding profile reflects a typical small-sized transit system that is focussed
upon midday use for shopping and general movement around the community and it is
representative of a system that has its emphasis on coverage of the community (for example,
serving all residents within a ten-minute walk to access transit service) rather than focusing on
the provision of higher service levels where travel demand warrants it—i.e. transporting high
volumes of customers.
Early morning service is used minimally indicating its low use for work-related commuting. The
PM period (3 – 6pm) is generally higher than the AM period (6 – 9am) because it combines
some of the midday return trips with the PM users.
Figure 20 – Average Daily Weekday Boardings (All Services)

This trend is typical of many smaller
City’s across Ontario and Canada
with a peak in boardings per hour
during the Mid-Day for shopping
and recreational trips, especially for
elderly riders, and lower boarding
levels in the AM and PM periods to
accommodate commuters.

6.4.2 Boardings by Route (weekly)
In the comparison of boarding by route, the “L” shaped transit demand trend noted in the
origin-destination review was confirmed with routes 2 (Sunrise), 3 (Brookdale), and 3 (Montreal)
having the highest weekly boardings (Figure 21). These routes serve the commercial activity
centres and institutional centres in the Centretown and the East End neighbourhoods. It is
interesting to note that the Community route (61) that provides a downtown “circulatory”
service over the midday peak period only, has the lowest ridership of all routes.
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Figure 21 – Weekly Boardings by Route

The detailed breakdown of daily ridership by route is found in Appendix C.

6.4.3 Loading Profiles
For surveyed trips, detailed loading profiles were developed to identifying route segments with
the lowest and highest passenger loads. The route details are found in Appendix D.
At each stop the passenger load is re-calculated by adding boardings and subtracting
alighting riders to the arriving load at a stop. The maximum load for each trip was compared to
the seated and total capacity of the vehicles serving the various routes as well as the
capacities of other vehicles in the fleet to determine if there are times when the vehicle is at or
over capacity, thus passing riders up, or that service can be provided with smaller vehicles to
counter the empty-bus syndrome. Ensuring that the right sized vehicle is utilized can create a
positive experience for passengers versus over-crowding on an incorrectly-sized vehicle.
The capacity of vehicles in the Cornwall fleet is provided below.
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Table 10 –- Cornwall Transit Fleet Vehicle Capacities
Make

Type

Seating
Capacity

Total
Capacity

Orion V

Conventional

43

54

Eldorado

Conventional

30

38

Nova

Conventional

38

48

Chevrolet 4500

Specialized/Community

20

25

Only one trip on Route 1 (McConnell) around 3.00 pm exceeded the seating capacity of the
shorter Eldorado (see Figure 22). This load could easily be accommodated by the larger Orion V
or Nova buses. This trip corresponds with when a large portion of hospital employees finish work
which can be seen by the spike in the vehicle’s load at 9th & McConnell.
Figure 22 – PM Peak Loading Profile for Route1 – McConnell

Other than the above
trip, there are no
constraints in terms of
over-crowding on the
existing routes. There
has been a challenge
noted by Operations
regarding the
accessibility of the
smaller vehicles when it
comes to mobility aids
that are larger in size.
Although there are no
concerns from a
passenger volume
standpoint, that is
based on the current
system and current
passenger loads. With
the accessibility
concerns and the
desire to attract more
ridership with a different
system, the reliance on
smaller vehicles would
be a concern.
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6.4.4 Bus Stop Volumes
The ridership survey provided boarding and alighting details of riders. For the AM and PM peak
periods, this data was extrapolated based on the number of rides to identify which stops were
the busiest.
The results and summarized in which shows that the central terminal at Pitt & 2nd was the
busiest due to its role of accommodating multiple routes and their associated passenger
activities, with the remaining busiest stops mostly located in proximity to large commercial retail
land uses such as Brookdale Centre, Smart Centre, or Eastcourt Mall, etc., and institutional land
uses such as St. Lawrence College.
The top bus stop locations for the highest pedestrian activity in the AM and PM periods, are
shown in the figure below:
Figure 23 – Top 10 Bus Stops in the Peak Periods
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It is useful to examine the high use stops without the transit routes in place to identify utilization
patterns. When both AM and PM peak stop usage is combined and the highest use stops are
shown, there are some patterns that begin to appear. These patterns clearly show where stops
have the most usage in the system and also delineate where the lower use areas are.
Figure 24 – Busiest Bus Stops
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The high use stops can be considered from a corridor perspective when the system structure is
developed to create a long-term vision for Cornwall. Where high use stops are located in
sequential fashion along a portion of a corridor, there should be consideration for stringing them
together with key destinations to create higher frequency services.
Figure 25 – High Use Corridors and Development
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6.5

TRAVEL TIMES

Detailed runtime analyses of surveyed trips were undertaken to identify route segments where
running time deviated from scheduled time to develop a sense of on-time performance and
service reliability. Complex systems tend to suffer from running time challenges due to long
routes and the number of turns that can contribute to delays. The detailed data for each route
is found in Appendix D.
The majority of trips observed were operating behind schedule in the middle of the route,
making up time towards the end to arrive on time at the end point of the route to start the next
trip. An example of a runtime analysis is shown below (Figure 26) and shows the trip running late
by about 6 minutes in the middle of the route.
Figure 26 – Example of a Runtime Analysis for Route 3 - Brookdale - AM Peak

For the most part, delays
occurred more frequently
during the PM peak period
with delays during the midportion of routes of up to 5
minutes. Occasionally, trips
were surveyed arriving a
minute or two late at the
terminal. However, there
were some rare occurrences
on routes 1 (McConnell), 2
(Sunrise), and 3 (Brookdale)
where arrival delays in excess
of 5–10 minutes were
observed.

On-time performance and service reliability is key to creating dependable service that is relied
upon by customers. Consistently late service creates a sense of distrust and results in customers
making alternative travel arrangements leading to a decline in ridership.
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Table 11 summarizes the maximum observed schedule deviation of surveyed trips. Service is
typically considered as being on time if arriving within 2 minutes of the scheduled or posted
time. Greater deviations indicate that the routes require reallocation of time to the major
stopping points, or the system requires additional time to allow for longer running times. or that
the time within the route must be reallocated if the overall route runs on time. Early trip
departures are considered an unacceptable practice as those instances can be eliminated
through appropriate operator behaviour and adherence to the schedule.
The observed performance shows significant delays during the peak periods in the middle of
routes. This can be rectified but may result in adjustments to service frequencies if additional
time needs to be added to routes.
Table 11 – Weekday Schedule Adherence: Observed versus Scheduled
AM Peak

PM Peak

Max Difference (minutes)

Max Difference (minutes)

1 – Pitt

-3

+21

1 – McConnell

+6

+18

2 – Sunrise

+5

+17

2 – Cumberland

+10

+15

3 – Brookdale

+5

+16

3 – Montreal

+5

+4

4 – Riverdale

+7

+15

Route

61 – Community
(mid-day)

+10

6.5.1 Route Summary
Overall, the travel trends indicate that many existing trips are focused on cross-town
movements and that few riders take transit to destinations in close proximity to their origin. The
nature of the current transit network forces the majority of cross-town trips to deviate via the
downtown terminal in order to continue their trip across the City.
In general, buses are arriving on time at the terminal station but experiencing delays throughout
the route, mainly through the mid-sections of routes. This indicates that the overall cycle time
allotted for the routes are mostly correct, however some adjustments to the scheduling of stops
along the route are required.
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The highest ridership can be associated primarily with large institutional and commercial land
uses such as St. Lawrence College, Brookdale Centre, and Eastcourt Mall. These form the major
destinations for trips from all over the city. When passenger activity at bus stops is considered,
certain travel corridors can be defined. The following corridors stand out:
•
•
•
•

East-West along Second Street;
North-South along Pitt Street;
East-West along Ninth Avenue; and
To a lesser extent North-South on McConnell Avenue and Cumberland Street/Brookdale
Avenue.

There are opportunities to adjust transit routing to reflect these travel patterns and trip
generators. In particular, a focus on simplifying the service for passengers by creating a more
defined hierarchy between more frequent routes and less frequent routes depending on what
destinations they serve. This also presents an opportunity to change the current requirement for
all transfers to occur at the central terminal with more direct travel opportunities between
destinations.
There are opportunities to improve the conventional service to make it easier, more convenient
and accessible to passengers. Many comments received during public consultation
emphasized the convenience of taking specialized transit citing that it is quicker and takes
them door-to-door. While conventional service cannot provide a door-to-door service there are
opportunities to improve the frequency and travel times on routes to make it a more enticing
travel option.

6.6

FLEET REVIEW

Cornwall Transit currently operates 13 buses for conventional service, and 10 for specialized
transit. The conventional fleet is 92% accessible via the use of low-floor vehicles. The specialized
fleet has 3 low floor (ramp equipped) buses and 5 high floor (lift equipped) buses. One of the
specialized buses is assigned to the Community Bus route. The latest purchase of specialized
buses was in 2016 for four high floor buses.
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Table 12 – Cornwall Bus Fleet
Conventional Buses
Year

Length

Model

Fuel

Accessibility

Quantity

1997 40 ft.

Orion V1

Diesel

1998 40 ft.

Orion V1

Diesel

2 wheelchairs

1

2003 40 ft.

Orion V

Diesel

High Floor with lift

2

2008 30 ft.

Eldorado

Diesel

2 wheelchairs

3

2009 30 ft.

Eldorado

Diesel

3 wheelchairs

3

2015 40 ft.

Nova

Diesel

2 wheelchairs

2
13

2 wheelchairs

Total:

2

Handi-Transit Buses
Year

Length

Model

Fuel

Accessible

Quantity

2006 27 ft.

International 3200 Diesel

4 wheelchairs

1

2011 24 ft.

Chevrolet 4500

Diesel

4 wheelchairs

1

2011 27 ft.

Chevrolet 4500

Diesel

4 wheelchairs

2

2015 27 ft.

Chevrolet 4500

Diesel

4 wheelchairs

2

2016 27 ft.

Chevrolet 4500

Diesel

5 wheelchairs

4
10

Total:

6.6.1 Conventional
The Cornwall service requires a peak vehicle pullout of 10 buses. With a conventional fleet of 13
buses, it represents a spare vehicle ratio of 30% which is considered high by industry standards
which is the 15 to 20% range. The spare ratio may be a reflection of the average age of the
fleet. In 2016, three conventional buses were decommissioned and sold as scrap due to being
unfit for road use. Replacements for these buses have been purchased and are expected to
be delivered in December 2017. This will increase the fleet size to 15 buses and the spare ratio to
50%.
The average age of conventional buses in Cornwall’s transit fleet is 11 years and 4 years for
specialized transit vehicles. In 2007, the Ontario Ministry of Transportation amended their bus
replacement subsidy program to encourage the retirement of buses after 12 years of service
though many agencies review the specifics of their fleet and determine whether to replace
vehicles or move to a longer life span with mid-life refurbishment program (typically engine and
suspension) to extend the effective life of the vehicles.

6.6.2 Handi-Transit
To deliver current Handi-Transit services service levels, a total of 7 vehicles is required. With a
fleet of 10 buses this represents an exceedingly high spare ratio of 43%. When considering fleet
replacements in future, the reduction of spare ratio should be kept in mind.

6.6.3 Fleet Summary
The current Cornwall conventional fleet has an average age of 12 which is due to decrease
with the arrival of the new fleet acquisitions. The specialised fleet is significantly younger.
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Moving forward, it is important to maintain a younger bus fleet to avoid increased
maintenance and operating costs in the future. A steady and consistent fleet turnover program
will keep both capital and maintenance operating budgets more consistent and reduce the
fluctuations of vehicle age by irregularity in acquisitions.

6.7

TRANSFERS

The current system allows transfers only in at the downtown terminal location. Transfers are not
provided or allowed elsewhere in the city despite the opportunities to move between routes in
other areas where routes cross. This is a result of previous experience with transfers that were
open ended resulting in sufficient loss of income during a period when the transit system was
struggling to retain ridership.

6.8

MARKETING, COMMUNICATION AND PROMOTIONS

From a marketing and communications perspective, a number of observations and issues
identified through public consultation initiatives, on-board surveys and stakeholder interaction
should be considered in future promotional strategies:
•

Positive factors:

o
o
o

current service generally satisfies transit users
transit website information is satisfactory
free trial incentives to different target markets encouraging the use of transit services.

•

Areas that have been identified for expansion and improvement, include:

o
o
o

Transit promotion and branding
Improve and expand the transit website and other info sharing platforms
The awareness that Cornwall transit fares are lower than some smaller communities (this
observation could have positive and negative implications)
marketing approaches should explore supplementary strategies as opposed to free trials
only

o
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Figure 27 – Communications SWOT Analysis

6.9

SUMMARY OF FINDINGS

Overall, the travel trends indicate that the majority of trips are focused on cross-town
movements and that few riders take transit to destinations in close proximity to their origin. The
nature of the network requires most of the cross-town trips to deviate and route to the
downtown terminal before continuing to their destination, making for long, unattractive trips.
This presents an opportunity to change the current requirement for all transfers to occur at the
central terminal and have lines serve more direct routes between destinations.
•

•

•

In general, buses arrive on time at the end points (terminals) of trips but running time
delays are experiences along the route suggesting that overall cycle times are
acceptable but that some internal route timing adjustments is required.
The system does not experience any significant pass-ups due to bus capacity. Currently,
the transit system does have access to buses with greater capacity should it be
warranted.
The highest ridership is associated with large institutional and commercial destinations.
These locations together with of bus stop activities reveal potential corridors of travel.
These corridors can potentially form the basis for the structure of future frequent routes.
There are opportunities to adjust transit routing to reflect the primary travel demands
and focus on simplifying the service for customers by creating a more defined hierarchy
between routes and their frequency depending on the destinations they serve.
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•

•

•

A comparison of Cornwall Transit’s performance metrics in comparison with peer transit
agencies shows a number of challenges relating to the cause and effect of lower
ridership levels, lower levels of service, lower revenues and higher unit costs. While the
performance of the specialized service is high in terms of ridership, there is an underlying
concern that many who use it, do out of sheer convenience and the majority of these
customers are perfectly able to use the fully accessible conventional transit.
An analysis of transit fares reveal low average fares in comparison to peer systems in part
due to the deep discounts offered to seniors and students in an effort to attract ridership.
Discounts offered by Cornwall are greater than discounts offered by peer agencies.
Concession discounts should be revisited with a view of potentially reducing senior and
student discounts to increase fare revenue.
There are opportunities to improve the conventional service to make it more convenient
and accessible to customers by improving service frequency and offering more direct
routes with shorter travel times making in more appealing and convenient.

In summary, Cornwall is a unique community in terms of its demographics and urban form that
has molded it into a City that presents a number of challenges when it comes to offering the
community an alternative transportation option. Opportunities to improve transit is summarized
below in Table 13 below and are split into three key areas, namely routing, operations, and
fares:
•
•
•

Transit routes and associated infrastructure address the need to travel in terms of origins
and destinations.
Operations address the levels of service, service scheduling and fleet available to
deliver these services in a reliable way.
Fares provide an indication of the value of the service to customers and impacts the
willingness to ride (ridership) as well as determining the amount of revenue the system
generates to offset costs.
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Table 13 – Opportunities for Improvement
Focus

Opportunities
Make routes more direct between destinations

Routing

Remove the requirement to transfers on trips
Simplify the network and create a hierarchy of routes each with
specific functions ad service levels
Improve frequencies on high volume corridors

Operations

Improve travel times
shift demand from specialized, custom services to scheduled,
conventional service
Adjust fares based on industry levels and value for money

Fares

Reduce discounts in coordination with improved service
standards.

7 TRANSLATING THE VISION
This section describes some of the key decisions and influencing factors that enable the vision
and goals to be translated into a future transit network that is ten or more years into the future.

7.1

SERVICE PRINCIPLES

The following service principles are designed to steer the development of the transit network by
ensuring it contributes to the goals and objectives of the transit vision:
•
•
•
•
•
•
•
•
•

Simplify the service
Improve reliability
Allow transfers to occur outside of downtown
Build ridership by creating a system that is direct and easy to use
Create a network that grows with the city without requiring continual restructuring to
support economic growth
Avoid route duplication while serving the needs of all customers
Create a network that is efficient and easy to operate (e.g., 30 min cycle times to
support the interlining of routes)
Provide a realistic transportation alternative that increases ridership, transit mode share,
revenue and overall cost recovery
Reduce the use of private vehicles thereby reducing congestion and improving
sustainability
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7.2

MOVING TOWARDS A RIDERSHIPBASED SERVICE

Every transit system has a bias towards either ridership or
coverage. The degree of bias depends upon the value
placed on transit and the desired outcomes. If the desire is
simply to provide access to a service – regardless of
quality or directionality then the system tends towards
coverage. If a strict business approach is taken and the
value is on only providing service where there is a
minimum standard of ridership then the system moves
towards a ridership bias. Typically, there is a balance
between the extremes where some areas of the city are
afforded coverage services and other major corridors are
given ridership services (higher frequencies and more
direct routes).
The vision is intended to provide direction to the transit
structure and the route structure because the types of
routes and the connectivity of the routes is very different
for the different service types.
A coverage-based system maximizes access to transit
services regardless of the quality or frequency of service.
Coverage-based models ensure that residents can access
transit within a prescribed walking distance, but the
service they have access to may be limited. Typical
characteristics include:
•
•
•
•
•
•
•
•

Circuitous and indirect routing
Lower frequency
Providing basic access to the transit network
One-seat rides to everywhere to avoid a transfer
Timed transfers between buses due to low service
levels
Serving lower-density areas where private vehicles
are prevalent
Limited destinations along the route creating a
lack of focus for the service
Customer travel time is lower priority
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Figure 28 – Example of Coverage Service

A ridership-based system maximizes ridership and productivity. It connects key destinations with
services to encourage use of the system. Once routes operate at least every fifteen minutes,
they tend to generate new ridership because they remove the need to know the schedule and
are very convenient. Typical characteristics include:
•
•
•
•
•
•

Simple, direct routing
High frequency (15 minutes or less all day, every day)
Prioritizing service to areas of strong demand
Passenger transfers are a key component of travel to reach destinations
Routes have key destinations along the route and at each end that act as anchors
The service is designed to move people quickly and efficiently

Figure 29 – Example of Ridership Service
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7.3

ROUTE SIMPLICITY

One of the major initiatives in this plan is to
simplify the network to improve trip directness,
reduce travel time and improve
comprehension of the routes.
Complex routes feature crossing patterns,
loops, and may follow a different path in
different directions at different times of
day. Looking at a complex route map will
not provide a clear indication of the path
the bus follows which creates a barrier to
using transit for many potential users.

Complicated routes may feature oneway loops or some change in direction
along the route that creates a hybrid
route that is simple to understand in some
areas and complex to understand in
others.

Simple routes provide bi-directional
service along the majority of the route.
They are as straight or direct as possible
given the road network and may feature
a loop at either end of the route.
Cornwall’s routes have been broken out
into the appropriate categories resulting
in 40% of the routes having Complex
designation and a further 50% of the
routes are complicated with at least 1 or
more loops. Only 1 route could be
considered simple in design and that is a
supplementary route.
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Figure 30 – Route Simplicity

7.4

ROUTE DUPLICATION

The duplication of service (Figure 31 – the darker the blue colour the more overlap in service
that is occurring) is another factor in ease of using the system for potential customers. The more
duplication of service and then branching off, the more complicated the potential use of the
system is because the bus could turn off at any given moment from a route. Therefore, the user
must be certain of the service they are boarding or be familiar enough with it to transfer at the
appropriate location. There is some duplication of service in the downtown that could
potentially benefit from separation and the Second Avenue corridor has the potential to be a
singular service.
Figure 31 – Route Duplication
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7.5

ROAD NETWORK CONFIGURATION

The closer a city’s street network is to a grid system, the easier it is to establish a ridership-based
system. Cornwall is effectively a complete grid system with some interruptions from the highways
and railroad. The development gaps create the largest constraints in the grid.
Figure 32 shows the impact of the transportation network design on transit accessibility. As the
street network moves from the grid system towards a curvilinear design, the number of
residences within a true five-minute walking distance diminishes. This becomes even more
severe when main arterials are fenced reducing the connection of transit to main road access
only.
Figure 32 – Impact of the Road Network Design on Walking Distance
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7.6

TRANSFER TYPE

The current system is a focal point transfer system that has all the routes meeting in downtown
to allow timed transfers onto other routes. This of transfer is used in smaller systems where
frequencies are limited and the penalty for missing a transfer can be a very long wait. Systems
that have a simple network structure with transfers occurring in multiple points around the city
move towards a random transfer or a timed transfer type system. The random transfer is used
when frequencies are high enough that the wait between buses is less than 15 minutes. A
system with variable frequencies (e.g. 20 minutes on 1 and 30 on another) may try to arrange
for the buses to meet at a point or minimize the transfer wait where possible.
Figure 33 – Types of Transfers
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7.7

SERVICE LAYERS

A well-designed and successful transit system features a mix of layered transit services designed
to meet the diverse needs of Cornwall residents. Transit service layers are distinguished by the
level of service (headway or time between buses), the distance between bus stops and the
main purpose of the service.
Figure 34 – Service Typology

This section identifies the recommended layers of the transit system.
The vision for each layer of the transit system is based upon the goals
and objectives of the Transit Master Plan. Each layer compliments
the other layers to create a comprehensive and integrated system
for all residents.
To support the transit vision, the Cornwall Transit Network includes
three distinct conventional transit service layers (Frequent, Local,
and Community) that when combined with Handi-transit, create a
complete transit network.
These service layers’ help focus the style and type of transit that is
provided to address the transit needs. The layers of service also
embrace the notion of connectivity and the need to establish a
comprehensive transportation network that offers choice.

Frequent
Frequent transit service aims to move towards an ultimate service frequency of 15
minutes during the day and 20 minutes during evenings. It often features clock
face headway (regular, easy to remember schedule times – divisible by 60 minutes), where the
service It operates along corridors where there is the highest demand and greatest diversity
and density of land uses. The Peak periods are between 6am – 9am and 3pm – 6pm. Midday or
Off Peak runs from 9am to 3pm and Evening is after 6pm.

Local
Local transit operates along corridors where there is a high level of usage but the
density (both jobs and people) is not sufficient to warrant a frequent level of
service. The goal of this service is to offer a 15-minute peak, 30-minute off-peak
and 60-minute evening frequency of service. The goal of all local routes is to operate on a
clock face headway, but there may be some wavering depending on the length of routes and
the cost of maintaining the discipline of such a schedule.
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Community
Community service is primarily designed to provide access within residential
areas where housing density is low but there is a desire to have alternative
transportation options to access shopping or other services. This service connects
to the local and frequent transit networks to provide access to transit services to the entire
community. The goal of this service is to operate every 30 minutes during the day, and every 60
minutes during the evenings.

On-Demand
An on-demand service could be an accessible subscription based service where
clients must register in advance, or it could be a conventional transit service that
operates with route deviations based on demand. The advent of Uber/Lyft shared ride services
is increasingly changing this definition to include any service that is based upon a request for
service using available resources for individual or shared rides.

7.8

CREATING THE NETWORK

The layers are focused upon specific needs of the passengers but the entire system supports
each layer through connections, therefore, it is important to see how the layers interact and
how the network functions in order to ensure that the overall system functions properly for the
residents.
Together, these service layers combine to create an easy to understand and user friendly
network that is right-sized to the urban fabric of Cornwall. As noted in Figure 35 there is a direct
correlation between the density of an area (jobs and population) and the amount of transit
service that can be
supported. The lower
the density, the lower
the ridership potential
which means a
reduction in the
supply of transit
Figure 35 – Relationship
of Land Use Density to
Transit Service Type
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THE TRANSIT VISION
The 10 Year + Conceptual Plan
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8 VISION
The following chapter details recommendations based on the preceding analysis and public
input regarding the existing system, as well as a look at best-practices in relation to the City’s
Vision and Objectives.

8.1

PHASES

8.1.1 Immediate Term – Existing System Improvements
Within the first year, the focus should be on the improvement of the on-time performance of the
existing routes through a review of the running times versus scheduled times to determine
whether there are adjustments that can be made that that would increase service reliability.
Some route reconstruction or interlining (such as connecting the 1 Pitt with the 3 Montreal) can
be accommodated without incurring any additional service hour costs.
Transfers could be reintroduced using directional timed transfers valid for 60 minutes to allow
transfers outside of the downtown area.

8.1.2 Short Term (1–5 years) – Simplify by Implementing the Restructured Transit
Network
The short-term phase is focused upon the restructuring of the system into the proposed structure
with options for improvements in service headways. The key with the change is to ensure that
the frequencies of the different services are linked so that if a frequent service is 15 minutes then
a local service should be a multiple of that to keep transfer times consistent and allow the
potential to have a timed transfer point. This is essential as the system changes from a focal
point transfer system where all buses meet downtown to facilitate transfers to multiple routes
servicing destinations throughout the community. In addition, the short term will see the
restructuring of Saturday service (shorter service day and consistent frequencies) as well as the
implementation of Sunday service.

8.1.3 Medium Term (5–10 years) – Strengthen the System
The medium term is fiscally dependent as well as reactive to ridership improvements. As
ridership increases and there is the ability to strengthen the system, then service improvements
can be considered along with possible fare changes.

8.1.4 Long Term (10 years and beyond) – Extend the System
The long term is focused on extending service into the growth areas of the community, making
final adjustments to the route network and further increasing frequencies based on ridership
growth.
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8.2

GUIDING PRINCIPLES

The long-range plan has three main principles as outlined earlier.

•

•

•

8.3

KEY OBJECTIVES

The system should be simple and easy to use
for everyone. The new route structure is
based on straighter lines with each route
having an identified purpose.
Create more travel opportunities through a
different set of travel patterns that match
the desire lines of the community to go from
home to work and to major destinations with
a single transfer without necessarily going
downtown first.
Build ridership by creating a system that is
both easy to use and easy to operate. A
system with less delay and better
frequencies offers reliability and consistency

The vision is to be measured through a series of key objectives and metrics.

The new system is:
•
•

•
•

•
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aimed at reducing travel times by reducing
the circuitous journeys
aimed to increase ridership by providing a
reliable, on-time, fast travel time through
Cornwall
accessible and inclusive by catering to
different trip types
focused upon on-time performance
because the routes are direct and focused
but also timed to allow for reasonable
running speeds
designed to create connections through the
interchange of the routes at different
locations throughout the city

8.4

ROUTE HIERARCHY

The new route hierarchy is created
with two Frequent services covering
the main travel patterns in Cornwall.

There are two Local services that
create crosstown connections and
link into the Frequent services to allow
multiple opportunities to travel across
Cornwall.

The two Community services provide
peak and off peak service to areas
that are lower density and industrial in
nature.

Together these layers form the new
service structure that covers Cornwall.
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8.5

ROUTE SHAPES AND
SIMPLICITY

As noted earlier, the easier it is to
understand the route, the easier it is to
understand the network. The easier it is to
understand how transit works, the more
likely someone is to consider using the
system. The existing network was either
complex or complicated in construction.
The proposed long range plan simplifies the
services and moves the whole system
towards one that is easier to understand
and use.

8.5.1 Complex
There are no longer any complex routings
in the system

8.5.2 Complicated
There are three complicated routes that
have some small loops at the ends or utilize
one-way couplets in the downtown. Two of
three are Frequent routes providing the
higher service levels through the
community.

8.5.3 Simple
The two local routes and one community
route are simple in design with two-way
service.
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8.6

LONG RANGE PLAN
Figure 36 – Long Range Plan

8.6.1

Frequent Services

There are two frequent routes that will serve the spines
of Cornwall and connect the majority of key
destinations in the City.
Route 1 Pitt - Serving the central spine of town along
Pitt and Water Street, connecting to the downtown
and the college
Route 2 Brookdale – Starting in the Brookdale
neighbourhood then serving Cumberland Street
towards the downtown, along Second Street to the
eastern edge of Cornwall.

8.6.2

Local Services

Route 3 Riverdale - serves west Cornwall with transfers
into the downtown along three different streets before
connecting to the College.
Route 4 McConnell – This connector route starts in the
Northwest then travels along Brookleigh before turning
south towards the College. This route allows for
connections to downtown on Routes 1 and 2, or
crosstown on Routes 3, 4 and 6

8.6.3

Community Services

Route 5 Glenview Heights –Serves downtown along
Water Street and then through east Cornwall.
Route 6 Industrial - is the industrial connector that and
connects with every route in the system through
transfers at the College or along Second St.
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8.6.4 Long Range Plan – Transfer Points
The long-range vision for the system creates key transfer points between routes to allow
movements across Cornwall to occur without necessarily having to travel downtown first. This
allows those in the northern part of Cornwall to potentially access jobs and services along
Second St or Montreal Road with one transfer. This creates a grid system with the routes that
allows “L-shaped” movements to make trips quicker.
Figure 37 – Transfer Points

67 | Page

Cornwall Transit Master Plan

8.6.5 Long Range Plan – Walk Distance
As can be seen, the majority of Cornwall remains within a 5-minute walk distance of the new
route system.
Figure 38 – Walking Distance: 5-minute Isochrones
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8.6.6 Long Range Plan – Growth Areas and High Use Stops
The long-range plan is designed with two major planning goals—serve the current high use
stops in the system but also serve the long-term growth areas of the city. As seen in Figure 39,
the system accomplishes both aspects by linking high use stops along corridors that have been
extended to meet the future growth zones and keeps the majority of Cornwall within that short
walk distance.
Figure 39 – Growth Areas and High Use Stops
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THE IMPLEMENTATION PLAN
Moving from today towards the
future by phase
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9 IMPLEMENTATION PLAN
9.1

IMMEDIATE (<1 YEAR)

In the immediate term the obvious benefit that can be realised to both passengers and the
operators of the system is the improvement of on-time performance of the existing system and
to better adhere to the printed schedule. This will assist in setting the stage for the subsequent
service improvements.
In the initial stages of the project, stakeholders made it clear that there was a need to
potentially introduce some level of Sunday service as pilot project. Based on the priorities and
costs, we propose that this is better achieved in the Short-Term section of the plan.

9.1.1 Improve On-Time Performance/Adherence to Schedule
Passengers put a considerable amount of trust in Cornwall Transit, between transporting them to
their daily job, to an important appointment, or to experience the joys of spending time with
family and friends for recreation, just to name a few. Many passengers expressed their
frustration revolving around the poor adherence to schedules they experience regularly. This
stems from situations where the bus arrives a few minutes early one extreme, to arriving > 10
minutes late on the other. In both situations passengers are left waiting outside with a diminished
sense of trust in the service.
The analysis revealed that routes were operating behind schedule in the middle of the route
and making time up towards the end to arrive on time at the terminal for the next trip. This was
more prevalent in the PM period than the AM period, however it would seem as if the total trip
length of the routes is not the issue, rather it being a discrepancy between the assignment of
trip time to the different route segments and that the printed scheduled time and the observed
run-times do not correspond.
We recommend running further run-time analysis to refine scheduled stop times to improve their
accuracy and reflection of current operating conditions. This would require an analysis of total
cycle time as well as the observed stop time at each stop over a period of a few days to
develop a trend. Once updated scheduled times have been refined, it is recommended that
transit schedules be reprinted and online resources updated with clear messaging that reflects
that reasonable deviations from scheduled times can be expected due to traffic congestion,
construction, or other operational concerns that may arise. We do not anticipate that this
exercise will require additional resources in term of service hours.
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9.1.2 Transfers
Consider introducing a 60 minute transfer usable anywhere in the city but only in a single
direction. The operators would use standard transfers (typically dated rather than using
numbers or letters to reduce potential fraud) with expiry times 60 minutes after boarding the
bus. It could be used in one direction of travel and would not be valid for a return trip.

9.1.3 Route Changes
Consider beginning the transition to the new route system by make some minor changes.
1 Pitt – extend the route to Northdale Drive to cover the whole neighbourhood and make
access easier for those residents on the edge of the city limits. Combine the route with the 3
Montreal
2 Cumberland - Combine with the 2 Brookdale to form the beginnings of the new route 2 along
with some minor modifications to the routing
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9.2

SHORT TERM (1–5 YEARS)

9.2.1 Simplify (Restructure) the Transit Network
The first stage in what might be a multi-stage implementation, is to modify existing routes in
accordance to the long-term system structure that reflects the economic reality of staging
changes within fiscal constraints. The first change is to modify the route structure and separate
the routes into the three main categories of service. Some frequencies may be improved with
the emphasis on the frequent transit services.

9.2.2 Saturday Service
In addition to the restructuring of the system, it is proposed to adjust Saturday service with
respect to the length of the service day and creation of consistent headways. In this regard, the
Saturday length of service day is shortened to 8am to 10pm from 6.30am to 11.30pm, and an
all-day frequency of 30 minutes is recommended.

9.2.3 Sunday Service
The implementation of Sunday service in the immediate term as a pilot project to assess the
uptake in order to recommend its permanent continuation, was an option that was identified
by stakeholders
The intent of a pilot project would be to implement Sunday service for at least a six-month
period starting at the beginning of summer and continuing through into the Fall, which is the
busiest season, to determine whether the provision of Sunday service would be feasible as a
permanent expansion of the transit system. When considering pilot projects, it is important that
the intent of the pilot project is clearly and widely communicated to the community
highlighting the intent of a temporary arrangement with the purpose of assessing the uptake
and acceptance by the community before considering making it a permanent feature.
However, experience does show that the impact of temporary service changes very seldom
yield true results based on the human nature of resistance to change, in this case making
changes to existing travel arrangements and switch to a travel option which is often considered
as temporary and “unreliable” in the longer term.
The pilot proposal for Sunday service reflects a shorter service day (9am to 5pm) with 60-minute
frequencies.
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Figure 40 – Short Term Plan

The short-term network creates a new structure with a focus on setting the system up for the
long term. Some routes have a temporary routing until such time as the system can expand in
the long term.
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Figure 41 – Short Term Plan Compared to Stop Usage and Development

The short-term network touches the majority of medium and high use stops within the system
today or is within a short walking distance. The deficiency in the network is the newer areas of
town where the long-range network will be focused on extending the network.
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9.2.4 Transit Layers
The new routes follow a layered approach with two frequent services, two local services and
two community services.
Figure 42 – Service Layers

As can be see in the diagram, the frequent services are focused upon the spine of Cornwall in
the north/south directions as well as east-west. There are many different connecting points
between the layers to allow for transfer opportunities to all the major destination points in the
City. The routes are easy to understand and form a cohesive network of services.
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9.2.5 Service Implications
Service Frequency
The proposed service guidelines more or less maintain the frequencies on existing routes.
•
•

Saturday service is consolidated in terms of length of service day but with an improved,
consistent frequency of 30 minutes.
The implementation of Sunday service is proposed.

Table 14 – Short Term Service Guidelines

Ridership Guidelines
Table 15 – Short Term Ridership Guidelines
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Impact
The Short-term impact of service recommendations are summarized below:
Table 16 – Short Term Improvement Impact
Existing
Total Revenue Hours

43,818

6%

$3,960,900
$106.59
$1,156,500
29%

$4,513,300
$103.00
$1,361,000
30%

3%

Fleet Requirement
Peak
Spare
Total

10
3
13

12
3
15

Ridership

742,228

Performance Indicators
Rides per Hour
Cost/Ride

•

•

Medium Term

% change

37,160

Operating Cost
Cost per Hour
Fare Revenue
Cost Recovery

•

Short Term

20.0
$5.34

907,300

11%

61,207
$6,304,300
$103.00
2,040,400
32%
16
4
20

15%

20.7
$4.97

Long Term

% change

40%
40%
50%

33%

% change

75,320
$7,758,000
$103.00
2,797,300
36%
17
8
25

•

25%

1,864,800

37%

22.2
$4.63

-7%

24.8
$4.16

-10%

Cost recovery through fares is project to increase very slightly to 30%.
Rides per hour show a slight decrease from $23 to $21 due to the implementation of
relatively inefficient service.
Similarly, the cost per ride increase slightly to nearly $5 per ride.

9.2.6 Marketing, Communication and Promotion
It is recommended that the commencement of the restructuring of the transit system is
accompanied by a comprehensive marketing and promotions plan. In this regard, the
responses from the online survey and input from stakeholders should be used to guide this effort.
These responses, together with the marketing audit and SWOT analysis that was undertaken, are
summarised in Appendix E.

Cornwall Transit Master Plan

37%

50%

In the Short term a 6% increase in service hours is forecast that translates into a 3%
increase in Operating cost
Peak fleet requirement increases from 10 to 12 buses. Based on an industry standard
guideline of 3,000 annual revenue hours per vehicle, 3 spare vehicles would be required.
This represents a 25% spare ratio.
Based on recommended ridership guidelines, a minimal increase in ridership is forecast
in the short term. This is due to the low ridership associated with off-peak services such as
Saturday and Sunday as well as some resistance to change with restructuring of the
transit system.
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Efficiency Indicators
•
•

23%

9.2.7 NAV Centre
Due to the NAV Centre’s location it is very difficult to serve directly on-site due to the road
configuration that only has one access in and out off of Montreal Road. The inclusion of direct
access to the NAV Centre was requested by City Staff due to a new agreement in place
between Cornwall Transit and the Centre for 935 monthly transferable bus passes. This request
was accommodated via the Sunrise Feeder Loop. The recommended network also provides
access to the site via the Second Express from a stop on Concorde Avenue directly north of the
site. The bus stop has a pedestrian connection to the NAV Centre and is approximately a
4-minute (400m) walk. Due to the availability of the Second Express stop, it is recommended
that the performance of the Sunrise Feeder Loop be monitored. Depending on ridership levels it
may make sense to eliminate the deviation toward the NAV Centre to optimize it for
neighbourhood operation in the future.

9.2.8 Technology
There are technology improvements that can also be considered in conjunction with the
service changes. These include: (See Appendix H for detailed information)
•
•

9.3

Enable GTFS feed to provide real-time user information
Install a simple mobile fare collection solution

MEDIUM TERM (5–10 YEARS)

9.3.1 Frequency Changes
The service improvement recommendation for the medium term focuses on strengthening the
system through frequency increases on all routes is accordance with their hierarchy. In the
medium term the implementation of holiday service at Sunday levels of service is also
recommended to establish a transit system that operates on every day of the year.
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9.3.2 Service Implications
Service Frequency
The following service guidelines are proposed for the medium term
Table 17 – Medium Term Service Guidelines

The majority of improvements focus on the Frequent routes that see weekday frequencies
improving from 30 to 20 minutes. On Local routes, similar frequencies are recommended for the
peaks only.
The implementation of Holiday service is recommended.
Ridership Guidelines
Table 18 – Medium Term Ridership Guidelines

Ridership increases are projected to be in accordance with service improvements.
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Impact
The projected Medium term impacts of service recommendations are summarized below:
Table 19 – Medium Term Improvement Impact
Existing
Total Revenue Hours

43,818

6%

$3,960,900
$106.59
$1,156,500
29%

$4,513,300
$103.00
$1,361,000
30%

3%

Fleet Requirement
Peak
Spare
Total

10
3
13

12
3
15

Ridership

742,228

Performance Indicators
Rides per Hour
Cost/Ride

•

Medium Term

% change

37,160

Operating Cost
Cost per Hour
Fare Revenue
Cost Recovery

•
•
•

Short Term

20.0
$5.34

907,300

11%

61,207
$6,304,300
$103.00
2,040,400
32%
16
4
20

15%

20.7
$4.97

Long Term

% change

40%
40%
50%

33%

% change

75,320
$7,758,000
$103.00
2,797,300
36%
17
8
25

25%

1,864,800

37%

22.2
$4.63

-7%

24.8
$4.16

-10%

As ridership increases are greater than the service increase, the efficiency of the system starts
showing improvement:
Cost recovery through fares increases to 32%.
Rides per hour increase to 22—similar to the current metric.
Cost per ride starts to show a decline to approximately $4.60.

9.3.3 Improve Connectivity with the Active Transportation Network
Public transit is one piece of a larger multi-modal transportation network. The entire network is
comprised of motorists, transit passengers, cyclists, and pedestrians. In recognition of this, the
City of Cornwall has recently made investments in active transportation facilities including bike
lanes on Second Street and various bike paths throughout the City. Cornwall Transit’s fleet is also
fully accessible and outfitted with bike racks to allow cyclists to hop on and off transit
throughout the City. These investments serve two purposes:

Cornwall Transit Master Plan

37%

50%

In the Medium term a significant increase of 40% in service hours is forecast
This translates into a 40% increase in Operating cost
Peak fleet requirement increases from 12 to 16 buses together with a requirement of
4 spares based on the guideline of 3,000 annual revenue hours per vehicle. This
represents a 25% spare ratio.
Based on recommended ridership guidelines, a significant increase of 50% in
ridership is forecast.
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1,360,200

Efficiency Indicators

•
•
•

23%

•
•

To disperse auto traffic demand; and
Foster a healthier community.

Many municipalities across Ontario have begun implementing Transportation Demand
Management (TDM) solutions to reduce car traffic and promote transit, and active
transportation. The idea is that municipalities want to encourage residents and businesses to opt
for riding the bus, bike, or walk rather than getting into a single-occupant vehicle and driving
which can lead to traffic congestion.
Steps need to be taken to further integrate active modes of transportation with transit facilities
to encourage and make it convenient for motorists to shift onto public transit. This includes
adding bicycle racks (see Figure 43), bus shelters, and benches at transit stops that directly cross
or are in proximity to an active transportation route or trail. Biking and walking both serve an
important function in providing first and last mile connections to transit making it more
accessible.
Figure 43 – Examples of Bike Racks

There is a saying that says “all transit trips start and end with a walk” which emphasizes the
importance that multi-modal connections to transit represent. It’s a recognition that transit relies
not only on the roadways the service operates on, but also the network of sidewalks, and trails
to provide connections to it as well. There are opportunities to leverage existing active
transportation infrastructure and work with local businesses to promote transit by providing the
necessary information and tools to allow employees and residents to shift their travel onto
transit.

9.3.4 Fares
An initial fare structure analysis was undertaken to examine the current fare structure to identify
relevant trends that may be impacting fare revenue, and propose opportunities for adjustment
(see Appendix F).
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Deep discounts that are offered for certain passenger markets are higher than peer transit
agencies, and represent a point of diminishing returns between attracting ridership and
generating revenues. The reality is that these efforts to increase ridership via reduced fares has
not yielded increases in either ridership or revenues for the transit agency. Ultimately, while the
economic aspects of public transit for passengers is a contributing factor that affects ridership, it
is not the only one. During the same time that discounts have been applied, very little has been
done to improve services levels to address factors such as travel time, convenience, or
accessibility.
To address the dual-pronged issue of declining ridership and declining revenues, it is
recommended that an adjustment to the fare structure be coordinated with network and
service level improvements. The current fare structure is confusing with 15 different fares, passes,
and tickets that can be purchased with different requirements and caveats.
A detailed fare review is thus recommended which should examine the following
considerations:
•
•
•
•

A single cash Fare: This will drive users to discounted fare products such as tickets and
monthly passes to help build regular ridership.
Increase fares: adjust fares and ensure the cash fare is simple to understand and easy to
make exact change. For example, a cash fare of $3.00 could be considered.
Reduce concession discounts: Consider the reduction in discounts to better align with
peer agencies.
Raise fares on a regular basis: Assists to inform riders of fare increases ahead of time and
avoids the need to increase fares by large amount at irregular intervals. This mitigates
“sticker shock” for passengers and makes it easier to plan for. It is recommended the
increase should be in accordance with the published rate of inflation.

As our cursory analysis suggests that although ridership is weakening, fare revenue loss has
outpaced ridership and decreases likely due to the deep discounts offered to seniors and
students. The key is that irrespective of fare increases and discount adjustments, improvements
in service will attract more riders to the system.

9.4

LONG TERM (10+ YEARS)

Recommendations into the future are focused on addressing City needs in terms of population
and urban growth via new sub-divisions, and the broader connections with regional
municipalities. Regional service to other communities can be examined if demand dictates.
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Figure 44 – Long Term Plan
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9.4.1 Service Future Subdivisions
As new sub-divisions are developed in Cornwall there are certain infrastructure requirements
that need to be funded through property taxes and other means. Naturally, transit is one of
those requirements requiring a funding commitment as it provides a travel alternative and plays
an important role in reducing the environmental impacts of new subdivisions and traffic
generated by them.
While the design of new sub-divisions impact how transit may service them, there is also the
reality of capital and operational expenses that are incurred by the transit agency to connect
them to the transit network as well as accommodate the associated higher passenger demand
on the existing transit. Many municipalities leverage Development charges (DC), which are fees
collected from developers at the time a building permit is issued, to help pay for the cost of
infrastructure. The City of Cornwall does not currently implement development charges;
however, it may be one method of extending transit service and reduce the overall cost to the
taxpayer. DC revenues for transit could be earmarked for capital purchases required to service
new areas such as new buses, or physical assets like stops, shelters, bus bays. In York Region, a
transit-friendly regional municipality undergoing large rapid transit expansion allots
approximately 8% of revenues from DCs to pay for future transit servicing (York Region, 2016).

9.4.2 Regional Service
During the public input phase, comments were received regarding regional transit and the
desire for residents to be able to commute from surrounding areas to access employment and
services not offered in their community. Areas noted include:
•
•
•
•
•
•
•
•
•

Akwesasne
South Glengarry
Glen Walter
Summerstown
South Stormont
St. Andrew’s
Rosedale Terrace
Long Sault
Ingleside.

Regional transit services typically focus upon commuter based trips at first to gain ridership and
then consider a mid-day trip so that a passenger could travel into Cornwall for only half a day
rather than a day. The challenge with regional service is that the level of ridership requires a
higher level of subsidy than service in town because of the lower demand. A regional feasibility
study in the future could help determine the specific need with respect to the level of demand
and the times of day.
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9.4.3 Route and Service Changes
In the Long Term, there are changes to five of the six routes with the primary purpose being
extension of service into new areas:
Figure 45 – Long Term Plan – Service Changes

•
•
•
•

Route 1 – changes route at the north end to reach new areas while still keeping the
existing service area within walk distance
Route 2 – Service deviation off Second St is switched to Route 5 and the route is
extended in the east
Route 3 – some local coverage is removed to straighten the route and service is
extended
Route 4 – Service is extended to the north to Tollgate Road
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•
•

Route 5 – Some industrial service is removed and a section of Route 2 is transferred
Route 6 – No changes

On all routes service frequencies are improved in accordance with the route function.

9.4.4 Service Implications
Service Frequency
The following service guidelines are proposed for the Long term
Table 20 – Long Term Service Guidelines

Frequency on all routes is improved to achieve the 15-minute peak frequency on the Frequent
routes, 20 minutes on Local routes and 30 minutes on Community routes.
Ridership Guidelines
Table 21 –Long Term Ridership Guidelines

•

•

Ridership increases are projected to be in accordance with service improvements. The
highest weekday rides per hour of 32 are projected on the Frequent routes in the AM
and PM peak periods while the lowest Community routes see 22 rides per hour in the offpeak periods.
It should be noted that ridership guidelines were specifically identified to be
conservative to keep impacts as realistic as possible.
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Impact
The projected Long term impacts of service recommendations are summarized below:
Table 22 –Long Term Improvement Impact
Existing
Total Revenue Hours

43,818

6%

$3,960,900
$106.59
$1,156,500
29%

$4,513,300
$103.00
$1,361,000
30%

3%

Fleet Requirement
Peak
Spare
Total

10
3
13

12
3
15

Ridership

742,228

Performance Indicators
Rides per Hour
Cost/Ride

•

•

Medium Term

% change

37,160

Operating Cost
Cost per Hour
Fare Revenue
Cost Recovery

•

Short Term

20.0
$5.34

907,300

11%

61,207
$6,304,300
$103.00
2,040,400
32%
16
4
20

15%

20.7
$4.97

Long Term

% change

40%
40%
50%

33%

% change

75,320
$7,758,000
$103.00
2,797,300
36%
17
8
25

•
•

37%

22.2
$4.63

-7%

24.8
$4.16

-10%

Cost recovery through fares increases to 36% from 32%. This indicator can be considered
as being conservative due to not providing any increase in fares over the timespan of
this plan.
Rides per hour increase to nearly 25 from 22. This indicator can also be considered as
being conservative due to conservative ridership forecasts.
similar to the current metric.
Cost per ride shows a further decline to approximately $4.16.
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25%

1,864,800

In the Long term an increase of 23% in service hours is forecast which translates into a
23% increase in Operating cost
Although the peak fleet requirement increases by only one vehicle to 17, there is a
significant jump in the increase in spare vehicles due to the fleet operating close to the
maximum annual revenue hours per bus guideline in the medium term. The spare
vehicle ratio based on maximum annual revenue hours is provided for illustrative
purposes and a less aggressive spare ratio may be identified.
Based on recommended ridership guidelines, a further significant increase of 37% in
ridership is forecast.
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37%

50%

As in the Medium term, ridership increases are greater than the service increase in the long
term, leading to further service efficiency improvement:

•

23%

1,360,200

Efficiency Indicators

•

23%

10 OPERATIONS AND COST
10.1 INTRODUCTION
In this section the methodology, assumptions and impact of transit proposals for the various
routes in the different phases of implementation, are presented.

10.2 TRANSIT SERVICE FREQUENCIES
Table 23 below presents the proposed service frequencies that have been
selected/adopted/proposed for each route and for each service improvement phase. This is
further refined by day of week and time of day to optimize transit efficiency by ensuring that
the peak transit demand is accommodated and reduced services are provided in off peak
times to optimize resource use.
Service frequency is expressed as the number of minutes between trips.
Table 23 –Proposed Service Frequencies

Weekday:
•
•
•

In general, service on the Frequent routes improve from 30-minute all day service to 15
and 20-minute frequency in the peak and off-peak respectively.
Local routes improve from 30 to 20 minutes.
Community route service improves from hourly to 30-minute service.

Weekend:
•

•

Saturday: to improve efficiency and in accordance with similar sized transit services, it is
proposed to reduce the Saturday length of service by starting later at 8am (as opposed
to 6.30am) and ending service earlier at 9pm (versus 11.30pm).
Sunday: currently there is no service on Sundays and it is proposed to introduce Sunday
service between 9am and 5pm in the Immediate term as a pilot project. Future projects
assume that the provision of Sunday service will continue.
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Holiday service:
•

Currently there is no holiday service and it is proposed to introduce a weekend service
level on holidays in the Medium term starting with 60-minute frequencies and improving
to 30 minutes in the long term.

10.3 SERVICE HOURS
For each of the implementation phases, the revenue hour requirement for individual routes was
calculated based on route lengths, the average transit speed (21.34 km/h, CUTA, 2015),
proposed service frequencies as identified above and the length of the service day. Details of
the individual routes is included in Appendix G and the service hour requirement is summarized
below:
Table 24 – Projected Service Hours

The transit system sees a small service increase in the Immediate term with the introduction of
Sunday service as a pilot project and the consolidation of Saturday service to shorten the
service day to operate from 8am to 10pm at regular 30-minute frequencies.
In the Short Term, the transit system is restructured with roughly the same frequency levels as the
existing service. Route restructuring required a 6% increase in service hours to 43,800 annual
hours.
The Medium term sees the strengthening of the system and some level of route extensions to
serve new developments. In addition, service frequencies on all routes is improved in
accordance to route function as well as the introduction of service on statutory holidays.
Revenue hours increase by 20,000 annual hours representing an increase of 40% over the Short
term.
No route changes are anticipated in the Long term—only the further improvement of service
frequencies that require a 23%, or 14,000-hour, service increase.
These projections are intended to provide an order of magnitude of service requirements and
are to be refined in the process of developing detailed service schedules.
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10.4 FLEET REQUIREMENTS AND SERVICE KILOMETRES
Typically, vehicle requirements to deliver reliable service is based on the greatest value of the
following three considerations:
•

•
•

The peak vehicle requirement which is determined by route length and service
frequency, plus a provision for spare vehicles (approximately 15% of the peak vehicle
requirement) to manage uniform fleet utilization and ensure service reliability in the
event of vehicle breakdowns and for preventative maintenance purposes.
Applying an industry standard of a maximum of 2,500 annual revenue hours per vehicle.
Applying a standard of a maximum of 75,000 annual vehicle kilometres.

The intent of the latter 2 considerations are to assure that the projected economic life of assets
is met. In reality, these considerations are used to adjust the peak spare ratio of the fleet.
As a first step vehicle requirements are calculated for individual routes to essentially determine
peak fleet demands. When routes are considered collectively, the vehicle requirement reduces
due to the “sharing” of spare vehicles by multiple routes and the “interlining” of vehicles to
deliver service—i.e. the same vehicle potentially being able to provide service on multiple
routes.
The summary of the system as a whole, is summarized below:
Table 25 – Fleet Requirements by Phase

Vehicle kilometer estimates
are based on revenue
services hours and the
existing average transit
speed (21.3km/h).
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10.5 PROJECTED RIDERSHIP
Ridership on the transit system is projected based on revenue service hours and the ridership
guidelines that have been identified. The following guidelines have been adopted for
forecasting and monitoring purposes.
Table 26 – Proposed Ridership Guidelines

In comparison to peer systems, these guidelines can be considered as being relatively
conservative. Based on the proposed service frequencies and revenue hours, the forecasted
ridership by phase of implementation is summarized below:
Table 27 – Ridership Forecast

Projections show some growth in ridership in the short term when the service is restructured. In
the medium term an increase of 400,000 annual rides that represents a 50% increase over the
short term, is anticipated. An increased lift of 500,000 rides is anticipated in the long term.
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10.6 ESTIMATED COSTS AND FARE REVENUE
The Operating cost of service improvements is expressed in 2015 dollars, reflecting the following:
•

•

•

Operating cost is based on the CUTA-reported rate for Direct Operating Cost (DOC) for
Cornwall of $103.00 per revenue hour. DOC incudes Fixed/Administrative costs, variable
hourly and distance costs (labour and fuel), maintenance (running repairs and major
repairs) and insurances. It excludes rentals, property maintenance and taxes, marketing
costs, capital costs such as infrastructure, vehicles, equipment and interest.
Revenue service hours include a provision for recovery/layover time which is additional
time added to the trip time to assist with maintaining on performance and schedule
reliability.
Costs exclude non-revenue service such as driver breaks, traveling from the
garage/transit centre to the starting point of service, or from the end of one trip to the
start of the next trip if they do not occur in the same location. Typically, the proportion of
non-revenue time ranges between 10 and 18% of total revenue hours.

Using the ridership forecast, fare revenue estimates are based on the current average cash fare
of $1.50 which reflects all regular and discounted fare products. Fare revenue estimates are
considered conservative as they do not reflect any potential fare increases. Transit fare revenue
is also expressed as a percentage of Total Operating Cost reflecting the cost recovery ratio.
Typically, the cost recovery of similar sized transit systems is in the order of 25% to 35%.
Total Operating Cost and Fare Revenue projections are summarized in the table below:
Table 28 – Cost and Revenue Forecast

Costs follow the same pattern as revenue hours showing a small increase in the short term due
to system restructuring at current service levels. In the medium term, there is a significant cost
increase due to extending the transit system as well as implementing increased service
frequencies on all routes. With improved service levels, ridership is projected to increase which
translates into a cost recovery improvement from 30% to 32%. Similarly, the long-term cost
increase is attributed to service level improvements which forecasts a significant increase in
ridership and resultant fare revenues. This is evidenced by a 23% rise in cost and a 37% increase
in fare revenue. This produces an increase in the cost recovery from 32% to 36%.
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10.7 SUMMARY
A summary of the transit system’s requirements, cost and performance indicators is provided
below:
Table 29 – System Performance Summary

From the above table, the following performance indicators should be note:
•
•

Over time the overall efficiency of the system improves with an increase of average
rides per hour from 20 in the short term to 25 in the long term.
Similarly, the cost per ride reduces from nearly $5.00 in the short term to $4.16 in the long
term.

There are technology improvements that can also be considered in conjunction with the
service changes. These include: (See Appendix H for detailed information)
•
•
•
•
•

Implementing integrated CAD/AVL/MDT solutions.
Creation of a Cornwall Transit Next Bus App and integrated website
Installation of Wi-Fi on buses
Removal of handheld 2-way radios on buses
Implementing a Bus Collision Warning system
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Handi-Transit
Specialized Services Review
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11 SPECIALIZED TRANSIT
People with disabilities represent a growing part of Cornwall’s population as a major portion of
the population ages. Disabilities have a large impact to one’s daily living, particularly that of
mobility. Cornwall Transit is committed to providing high-quality accessible service to all
customers. Cornwall Transit provides accessible conventional transit services that meet the
needs of many customers with special needs. However, some customers have disabilities that
preclude the use of accessible conventional services and in these cases, they likely qualify for
the use of Handi-Transit services.
The Accessibility for Ontarians with Disabilities Act (AODA) is a provincially mandated
requirement that must be met despite its impact on a transit agency and its budget - it is not
elective. Complying with AODA is not the only challenge facing Cornwall Transit. In addition to
current users, the entire province has a growing population of persons with disabilities who will
become increasingly dependent on accessible transportation services. This situation is
exacerbated by recent updates to the AODA, which broadens eligibility requirements for
specialized transit to include any disability (cognitive, visual, physical, etc.) that prevents a
person from using conventional accessible transit, thus requiring Cornwall Transit to satisfy the
transportation needs of a wider pool of citizens.
Handi-Transit and many of its peers across North America were developed at a much different
point in time when infrastructure and conventional transit was not accessible. Since then,
considerable progress has been made to accommodate barrier-free living for persons who
have disabilities; however, transit as an industry has not caught-up to these advancements nor
has it leveraged the considerable investments it has made into accessible conventional transit.

11.1 ELIGIBILITY
The number of people with disabilities who are eligible to receive specialized transit drives
demand for specialized transit services. Eligibility policies must ensure Handi-Transit services are
AODA-compliant, equitable, sustainable, and provided to those who need the service most.
The number of people with disabilities who are eligible to receive the various types of
transportation service offered drives demand for specialized transit services. As the population
increases, it is assumed that the number of persons with disabilities eligible for specialized transit
services will also increase.
To date, specialized transportation eligibility requirements in Ontario were established
individually by municipal providers, their parent organization, and/or funding partners. However,
as of January 1, 2017, Section 63 of Ontario Regulation 191/11 under the AODA specifies
“Categories of Eligibility” that are to be met by all specialized transportation providers. Cornwall
Transit currently accepts all categories of users but must form a policy to that effect.
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11.1.1 Current Practice
Eligibility for service is determined after a Handi-Transit application form is completed and
certified by a qualified health care professional (i.e. a family doctor). Eligibility determinations
do not favour certain disabilities, ages, or income and are made by Cornwall Transit staff upon
application review.
Cornwall Transit does not have pre-established eligibility criteria for applicants to the HandiTransit program (i.e. applicants are not told how the agency will evaluate eligibility and make
the determination). This unusual practice is not consistent with industry best-practice and
potentially exposes the agency to frivolous eligibility challenges for those not granted access to
the program.
Individuals who are accepted to the program have historically been granted unconditional
eligibility.

11.2 DEFINITION
1.1.1

Compliance with the AODA

With the passage of the AODA in 2005, the Province of Ontario established legislation that
would achieve accessibility for those with disabilities. The AODA identifies, removes, and
prevents barriers faced by Ontarians with disabilities.
In 2011, Ontario Regulation 191/11, Integrated Accessibility Standards Regulation (IASR), was
added under the AODA to provide standards for information and communication,
employment, and transportation. Part 4 Section 63, Categories of Eligibility, of the IASR
specifically requires the following:
“…For purposes of eligibility for specialized transportation services, specialized transportation
service providers shall categorize persons with disabilities as follows:
1. A person with a disability that prevents them from using conventional transportation services
shall be categorized as having unconditional eligibility.
2. A person with a temporary disability that prevents them from using conventional
transportation services shall be categorized as having temporary eligibility.
3. A person with a disability where environmental or physical barriers limit their ability to
consistently use conventional transportation services shall be categorized as having conditional
eligibility.
Disability as used in the regulation means:
“(a) any degree of physical disability, infirmity, malformation or disfigurement that is caused by
bodily injury, birth defect or illness and, without limiting the generality of the foregoing, includes
diabetes mellitus, epilepsy, a brain injury, any degree of paralysis, amputation, lack of physical
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co-ordination, blindness or visual impediment, deafness or hearing impediment, muteness or
speech impediment, or physical reliance on a guide dog or other animal or on a wheelchair or
other remedial appliance or device,
(b) a condition of mental impairment or a developmental disability,
(c) a learning disability, or a dysfunction in one or more of the processes involved in
understanding or using symbols or spoken language,
(d) a mental disorder, or
(e) an injury or disability for which benefits were claimed or received under the insurance plan
established under the Workplace Safety and Insurance Act, 1997; (“handicap”)…”
To summarize, the major impact from the change in AODA legislation is the inclusion of all
disabilities that prevent a person from using or accessing accessible conventional service.
In addition to the changes in eligibility criteria, the changes to AODA require Cornwall Transit to
meet other stipulations. Specifically, AODA requires that Cornwall Transit have fare parity
(AODA section 66) and the same hours of service (AODA Section 70) as conventional transit,
and that specialized transit riders have the option to book rides on the same day as travel or up
to three hours before the published end of service period on the day before the intended day
of travel (AODA Section 71). At present, Cornwall Transit is compliant with Section 70 (Same
Hours of Service) and Section 71 (Booking), but not compliant with Section 63 (Categories of
Eligibility), Section 66 (Fare Parity).
The Handi-Transit program was required to become fully compliant with all AODA requirements
for Specialized Transportation Service Providers by January 1, 2017 by classifying eligible
program participants into one of the three categories and to adopt procedures to more
effectively settle on the eligibility status of program participants.

11.3 HANDI-TRANSIT PROGRAM OVERVIEW
Fairness and equity are at the core of all accessible transportation services. Specialized transit is
a service that thousands of Cornwall residents rely on every day to get them where they must
go. Cornwall’s Specialized Transit ridership is over 36,500 per year with bookings being made
ahead of time or pre-booked. It can serve any location in Cornwall, and assistance will always
be provided to wheelchair passengers to a maximum of one step, up or down, between the
passenger and the transit car for manual wheelchairs. The service is available to those with
disabilities that prevent them from using the Conventional Fixed Route service, and have had
medical certification. Eligibility is based on a case by case basis, and does not favour certain
disabilities, ages, or income. The specialized transit fleet is not equipped to handle oversized
wheelchairs and scooters, and any scooter that cannot be safely loaded and secured will not
be transported although the conventional fleet (40-foot buses) can accommodate most oversized wheelchairs. Companions are also occasionally allowed, mostly for light support and
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encouragement, unless the passenger needs complete assistance in which case the
companion is required. The service runs from Monday to Saturday, and it is from 6:30am to
10:15pm. There is no service on Sundays or statutory holidays. The booking hours for the service
are from Monday to Friday, 8:30am to 4:00pm, and can be made between 2 weeks and 24
hours before the trip. Same day trips are not currently being accommodated if the service is full
due to pre-booked trips.

11.3.1 Performance and Productivity
Stantec reviewed Handi-Transit’s performance relative to an Ontario-based peer group. Similar
to conventional transit, Cornwall’s specialized transit service was compared to Bellville, North
Bay, Stratford, Timmins and Welland. These communities were chosen as peers because overall
populations of the communities are comparable to Cornwall, and have similar operating
parameters as Cornwall’s Handi-Transit. The results of our analysis are summarized below.
Table 30 – Specialized Transit Performance Indicators

Population Trips

Unaccompanied
Vehicle Revenue.
Trips
kms
Hrs
Trips/hr

Operating
Cost

Cost
Cost/trip Recovery

Belleville

49,454

15,698 Unknown

55,325

8,054

1.95

$401,168

$25.56

3%

Cornwall

46,340

40,803 Unknown

203,000

14,584

2.8

$1,279,746

$31.36

9%

North Bay

53,651

32,037 145 (0.5%)

162,669

10,161

3.15

$777,450

$24.27

14%

Stratford

32,000

20,585 Unknown

91,055

7,198

2.86

$448,619

$21.79

11%

Timmins

43,165

12,427 330 (2.7%)

98,561

5,264

2.36

$481,991

$38.79

5%

Welland

50,331

15,787 300 (1.9%)

80,402

6,261

2.52

$396,477

$25.15

9%

Source: CUTA Specialized Transit Fact Book 2015

Handi-Transit delivered 40,803 trips which is the highest amongst its peer group. Cornwall’s peers
have relatively similar populations but far fewer trips. Cornwall has the highest operating costs
amongst its peer group ($1,279,746) which is logical given it delivered the greatest number of
trips and has the highest number of revenue hours of service. Further research is warranted to
understand why Cornwall is providing a greater number of trips compared to its peer group;
one possible reason is that Cornwall’s eligibility practices are more compassionate relative to its
peer group.
Cornwall’s specialized transit trips are costly to deliver at $31.36 per trip. Cornwall is amongst the
highest of its peer group except for Timmins ($38.79 per trip) but within the North American
industry norm of $25 to $45 per trip. Stratford’s cost per trip is the lowest at $21.79. Cornwall is
recovering roughly 9% of trip costs through fares ($2.82 on average), with the remaining $28.54
being borne by the City’s tax base. Ten-percent cost recovery is the North American average
for specialized transit, so in that respect, Cornwall is on par with the industry average.
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Productivity wise, Cornwall is doing an excellent job of delivering 2.8 trips per hour. This is well
beyond the North American average of 2.2 to 2.5 trips per hour which suggests the agency is
doing a good job of batching trips and grooming schedules. Handi-Transit has a standing roster
of approximately 40% subscription trips which is slightly below North American average of 50%,
but this further suggest good scheduling practices. Trips per hour are expected to rise with the
recent implementation of RouteMatch specialized transit scheduling software which is known
for its ability to maximize productivity when compared to paper manifests. Cornwall had the
highest revenue vehicle kilometres in its peer group which makes sense given they delivered the
highest number of trips.
Historically, Handi-Transit has not tracked unaccommodated trips, but anecdotally believes the
rate to be high. Unaccommodated trips are important metric to track since it gives the agency
a barometer of how much unmet demand for service exists and gives further indication of
whether the established eligibility criteria should be reviewed. As written, the Ontario Human
Rights Code does not allow for any trips to be denied. However; a recent decision at the
Ontario Human Rights Tribunal did set precedent in a case with the Hamilton Street Railway
(HSR) that some level of unaccommodated trips, approximately 2%, is reasonable to account
for the realities of delivering a specialized transit service (vehicle breakdowns, sick operators,
spiking/fluctuating demand, etc.). Tracking unaccommodated trips is possible with RouteMatch
and it is recommended that Cornwall Transit closely monitor this statistic going forward.
Overall, Cornwall is very productive in how it currently delivers specialized transit services. The
agency is heroically delivering over 40,000 trips with the resources it has been given. However,
there is concern that as the demand for the Handi-Transit service continues to grow
exponentially, the current service delivery model will not be sustainable into the future. At an
average cost of $31.36 per trip, the service is a costly one and is currently begging for more
resources. Given the limited operating budget Cornwall Transit is allotted for the service, HandiTransit may not be able to meet the needs of those who truly depend on it as a vital “life-line” in
the future. We recommend that Cornwall Transit review its eligibility practices as discussed
further below, to manage demand for the service and to ensure that the program remains
fiscally sustainable. Additionally, given Cornwall’s considerable investment into accessible
conventional transit, more should be done to leverage the City’s investment and divert
specialized transit riders to conventional transit through travel training, where prudent and
appropriate. With a higher than the national average age (45 years compared to 40 years) for
the community, there is a naturally higher demand for services.

11.3.2 Fare Policy/Strategy
Section 66 of the AODA requires that Ontario-based transit agencies charge the riders of
accessible transportation services fares that are no higher than the fares charged to those who
ride conventional transit services. Medically approved support people or personal assistants ride
free when traveling with the disabled rider requiring assistance.

102 | Page

Cornwall Transit Master Plan

Cornwall Transit has parity between some, but not all, conventional and specialized transit fare
products as shown below. Although some fare products have the same price, Cornwall Transit
has individual fare products for conventional and Handi-Transit that cannot be used on the
reverse service (i.e. conventional 10-ride cards cannot be used on Handi-Transit and viceversa). These discrete fare products for conventional and Handi-Transit have historically been
used to track ridership.
Table 31 – Cornwall Transit Fare Products (Conventional and Handi-Transit)

Fare Product
Cash Fares

Conventional Handi-Transit Fare Parity
Transit

Adult
Senior
Student
Child
Monthly Passes

$2.90
$2.90
$2.90
$2.75

$2.90
$2.90
$2.90
$2.75

Yes
Yes
Yes
Yes

Adult
Senior
Student
Community Pass
10 Ride Cards

$64.00
$44.00
$52.00
$44.00

Not av ailable
Not av ailable
Not av ailable
Not av ailable

No
No
No
No

Adult
Senior
Student
Child
Community Handi-Transit (25
Tickets)
Family Day Pass

$24.00
$22.00
$22.00
$20.00

$24.00
$22.00
$22.00
$20.00

Yes
Yes
Yes
Yes

Not av ailable
$44.00
$7.50
Not av ailable

No
No

Cornwall Transit is not compliant with Section 66 of AODA with respect to monthly passes and
the family day pass. Under AODA whatever fare product is available on conventional transit
must be available on specialized transit. To control demand for the service, Cornwall has
attempted to simulate fare parity by offering 25 Community Handi-Transit tickets at the same
price a senior’s conventional monthly pass. Additionally, the Family Day Pass available for
conventional transit cannot be used on Handi-Transit either. Both practices are not permissible
per AODA and by continuing these discriminatory practices, the City of Cornwall is opening
itself up to a potential Ontario Human Rights challenge. A precedent was set on September 22,
2016 in the City of Yellowknife N.W.T. where a human rights adjudicator ruled it was unfair of
Yellowknife not to offer a monthly pass to users of the specialized transit system, and ordered it
to stop using a fare structure discriminating against persons using public transit on the basis of
disability. The adjudicator ordered the city to reimburse riders who used Yellowknife Accessible
Transit (YATS) between September 2016 and January 2017, the difference in fares.
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In further reviewing AODA, it is unclear whether the practice of using discrete fare products for
conventional and Handi-Transit is permissible under Section 66. However; from the perspective
of inclusiveness and barrier-free living, the practice does not encourage persons with disabilities
to use the conventional transit system and the perception is that it further isolates them. This is
particularly true if Cornwall is interested in leveraging the investment it has made into accessible
conventional transit. Some agencies have gone as far as to offer discounts to specialized transit
riders to encourage them to take accessible conventional transit. There is also the issue of
additional administrative costs, as well as printing costs associated with having two versions of a
fare product. Cornwall is encouraged to adopt only one category of fare product that can be
used on both services and use technology to track ridership consistent with best practices.

11.4 HANDI-TRANSIT OPTIMIZATION STRATEGIES
Cornwall has a responsibility to ensure that the right people are on the right service. Those with a
severe permanent disability and who truly require accessible transportation services should be
on Handi-Transit vehicles unconditionally. However, those individuals who only occasionally or
seasonally require assistance should be introduced to the broader family of services, including
conventional transit. Cornwall has made a significant investment to ensure that its conventional
fleet is accessible. Cornwall Transit should take advantage of this investment by highlighting the
benefits of conventional transit and encouraging its use among the Handi-Transit registrants.

11.4.1 Eligibility as a Demand Management Tool
Fairness and equity are at the core of all accessible transportation services. Cornwall Transit will
face tremendous pressure to maintain the levels of service it is currently providing. The aging
population coupled with broadening eligibility standards as defined by AODA will put
significant strain on the resources of Cornwall Transit.
Handi-Transit was to meet AODA-compliant criteria for determining program eligibility by
January 1, 2017. As a demand management strategy and to ensure compliance with AODA,
Cornwall Transit should be proactive in implementing the process now. The goal is to promote
conditional eligibility to the majority of program users where appropriate. Stantec is a strong
proponent of matching the “right-person to the right-service,” meaning that individuals should
be matched to their level of ability to navigate accessible transit.
Other agencies that have migrated to the above categorization of eligibility have seen the
majority of their eligible riders become conditionally eligible. Under this scenario, the majority of
Handi-Transit riders are expected to be given conditional eligibility status. The program would
use its scheduling system to update program eligibility for each trip based upon the rider’s
condition at the time of the trip request. With the agency’s RouteMatch software trip-by-trip
eligibility determinations are possible that would reduce the cost of providing specialized transit
in the City. Cornwall Transit can balance the strain on the system from the additional AODAmandated eligibility criteria by adding rigor to its existing eligibility review processes and reassessing its registrants to determine whether conditional or temporary eligibility might be more
appropriate
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11.4.2 Travel Training
Expanding the availability and the promotion of travel training will not only reduce demand for
accessible service, but it will help expand travel options for those who can use conventional
transportation services.
Travel training has grown in popularity among transit providers in North America since the
passage of laws in both Canada and the United States that seek to eliminate discrimination
against people with disabilities and ensure equal opportunities for all citizens, including the
provision of transportation services. Providing travel training has expanded the number of
transportation options available to those who previously had few travel options.
An Easter Seals Project ACTION (Accessible Community® Transportation In Our Nation) study
showed that for every $1.00 invested in travel training, a transit agency or specialized transit
service provider, like Handi-Transit, can save $1.45 to $3.98 in specialized transportation service
operating costs because individuals with training choose to use conventional, accessible
transportation service for some trips.
Successful programs in many North American cities have proven the value of travel training to
those with disabilities by increasing independence, providing more access to community
activities and job opportunities, and supporting more-independent living. Travel training will be
a foundation of the Cornwall Transit’s family of services, nurturing the recommendations and
helping to make specialized transportation services in the town more sustainable.
Travel training is a service that is best contracted to a third party. There are numerous travel
training providers in North America that provide a standard curriculum and training methods,
and that have the experience to work collaboratively with Cornwall Transit once the new
eligibility process begins. These programs teach the skills that current and future program
participants would need to ride conventional transit services. The training includes learning how
to access route and schedule information, how to ride transit with a focus on transferring,
understanding and navigating the transit environment both onboard buses and trains, and at
stations, transfer centres, and bus stops. Participants are also taught how to purchase and pay
their fares in both cash and other forms. Cornwall Transit should ensure that travel training is
provided to anyone eligible for specialized transportation services prior to accessing services.
The only clients unsuitable for travel training are those individuals in the unconditional category
that will require door-to-door service for every trip.
The cost for an assessment in the United States is approximately $300.00, with an hourly training
charge of approximately $70.00 per hour. A one-time charge for travel training can be in the
range of $650.00, though costs on average tend to be higher in Ontario than those in the United
States. Although these costs are significant, they are lower than the alternative of providing a
$31.36 weekly round-trip ride for the rest of the client’s life. Door-to-door service to clients with an
average of one trip per week for just 5 years costs the City approximately $8,154.00. Although it
is difficult to predict how many of our existing or future clients could be taking advantage of
conventional transit following travel training, once the program is developed, it only costs what
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it uses. It is anticipated that participation would be high for the first 3 years until existing clients
are travel-trained and only new clients are participating in the program.

11.5 RECOMMENDATIONS
The recommended steps to changing the Handi-Transit program to ensure a sustainable service
for the future are as follows:

11.5.1 AODA compliance with all sections applicable to specialized transit
At present, Cornwall Transit is compliant with Section 70 (Same Hours of Service), but not
compliant with Section 63 (Categories of Eligibility), Section 66 (Fare Parity) and Section 71
(Booking). AODA compliance is non-negotiable and is recommend that the City dedicate
financial resources to address these issues immediately.

11.5.2 Address fare policy and fare strategy issues
Immediately discontinue the practice of not allowing conventional monthly passes and family
day passes to be used on Handi-Transit. This is a discriminatory practice against persons with
disabilities, is non-compliant with Section 66 of the AODA and leaves the City vulnerable to a
challenge under the Ontario Human Rights Code with potential serious repercussions including
significant financial and reputational risks to the City.
Establish one category of fare product that can be used on both conventional and specialized
transit. As Cornwall uses this method to measure ridership on the two services, we would
encourage the agency to adopt only one category of fare product that can be used on both
services. It is inconclusive whether having discrete fare products for conventional and HandiTransit is permissible under Section 66. However; from the perspective of inclusiveness and
barrier-free living, the practice does not encourage persons with disabilities to use the
conventional transit system and the perception is that it further isolates them.

11.5.3 Staffing
The recommendations contained in this section cannot be implemented unless adequate
staffing is provided for to include a contract with a Third-Party Travel Trainer/Functional Assessor.
In order to unlock the value of travel training and ensure that the right passenger is on the right
service, the City needs to make an investment in a travel trainer/functional assessor position. It is
recommended that this position be contracted to a third-party who specializes in this line of
work and is at arm’s length to Cornwall Transit to remove the impression of bias. The travel
trainer would meet with all new applicants to the Handi-Transit program as well as existing
clients that will be recertified into the program. A functional assessor would conduct in-person
assessments with new applicants and those existing clients being recertified into the program.
The functional assessor would determine whether the applicant/existing client should be given
unconditional, conditional or temporary eligibility to the service consistent with AODA
legislation.
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11.5.4 Revise current eligibility policy and criteria
Eligibility must accomplish the following:
•
•

•

Ensure continued compliance with the AODA by including all individuals who meet the
AODA definition of a person with disabilities.
Classify all current and future passengers according to the three AODA categories:
unconditional, conditional and temporary in accordance with Section 63. Cornwall is
currently not in compliance with Section 63 of AODA.
Establish and publish eligibility criteria to gain access to the program. At present,
eligibility to Handi-Transit is granted on a case-by-case basis and determined upon a
subjective review by staff at Cornwall Transit who do not have the requisite subject
matter expertise to make these determinations.

11.5.5 Revise eligibility determination process
The eligibility determination process should be revised based on the following CUTA best
practices and those of select American specialized transit services. This process identifies who is
capable of using conventional transportation services. This determination should include an
applicant’s ability to plan, navigate, wait, board, ride, transfer and verbally communicate as
required.

11.5.6 Develop and implement a new and more thorough written screening
application
A thorough, written eligibility screening application must be created using the following criteria:
•
•
•
•
•

Measure an applicant’s ability to access and ride accessible conventional
transportation services.
Identify real or perceived barriers that the applicant may have to using accessible
conventional transportation services and assist them in addressing those barriers.
Identify a client’s need to travel with a support person.
Work with Cornwall Transit’s legal counsel to determine the appropriate level of risk
assumable for persons requiring hand-to-hand transfers.
Work with the Cornwall Transit’s legal counsel to understand the appropriate method for
managing persons that cannot be left unattended at a destination.

11.5.7 Conduct in-person assessments when there is inadequate information on
the written application to determine eligibility
Contract this function to a third-party healthcare provider who has the requisite expertise and
an arm’s length relationship to Cornwall Transit to assess applicants.
In-person assessments by a licensed professional healthcare provider will be required of those
applicants whose eligibility cannot be determined using the paper process.
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Ensure that the appropriate health care professional is available to assess the individual when
cognitive, mental, and developmental disabilities are included within the broader eligibility
categories.

11.5.8 Recertify all customers regularly
It will be incumbent upon the Handi-Transit program to have a process for the regular
recertification of all program participants. In a best practice review for another client, Stantec
identified recertification as a common program practice and one that should be supported by
regular contact with as many active users as possible to keep the overall Handi-Transit program
database as current as possible. Maintaining the database with current client information will
be a future responsibility of the call centre representatives who will be in frequent contact with
clients.
Because of the need to accommodate all current users in the program, the recertification is
best done on a rolling basis every three years, allowing for a reasonable accommodation for
clients to make themselves available for assessments. Those clients who will always attain
unconditional status should be allowed to recertify either online or by mail. Conditional clients
should reapply for eligibility at the 3-year interval and recertification for those with temporary
eligibility will depend on the nature of the disability. Some of these clients may require an inperson assessment as a follow-up to this recertification process to determine if their condition
has improved or worsened, requiring placement in a different category such as unconditional.
It has been the experience of Stantec that changes to program eligibility presents the
opportune time to require all active participants in a specialized transit program be recertified.
We further recommend that no existing program users be provided with grandfathered
eligibility. Such practices are not equitable and show favouritism to existing program users over
those who are becoming eligible to use the program’s services and may expose the Cornwall
to legal action over unfair program policies.
Recertification of all clients can be accomplished by implementing a rolling schedule. The
rolling recertification process reduces the strain on the program operations. It also
accommodates the need for in-person assessments that are crucial to implementing the AODA
eligibility standards on a fair and equitable basis. Stantec recommends that Cornwall Transit
contract out the in-person assessments with a qualified organization.

11.5.9 Implement a robust travel training program
Cornwall Transit should empower its clients to successfully navigate conventional transit when
found to be the most appropriate mode. Cornwall Transit can do this by identifying and
providing the appropriate level of travel training (group or one-on-one) prior to accessing
services on Handi-Transit.
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11.5.10

Track unaccommodated trips

Historically, Handi-Transit has not tracked unaccommodated trips, but anecdotally believes the
rate to be high. Unaccommodated trips are important to track since it gives the agency a
barometer of how much unmet demand for service exists and gives further indication of
whether the established eligibility criteria should be reviewed to ensure there is no unintended
leniency. Tracking unaccommodated trips is possible with RouteMatch and it is recommended
that Cornwall Transit closely monitor and respond to this statistic going forward.

11.5.11

Ensure accessibility of all conventional bus stops

Cornwall Transit has made a significant investment in the accessibility of its conventional transit
fleet. This same level of investment has not been committed to conventional bus stop
accessibility. This has a direct effect on the ability to travel train specialized transit customers if
their departure and arrival stops are not accessible. Cornwall Transit should continue to make
infrastructure improvements to increase accessibility to bus stops within the conventional bus
network. This is a relatively low-cost means to reducing the reliance on specialized transit
services, but it needs to be accompanied by effective marketing and communications about
the accessibility upgrades so specialized transit users are made aware.

11.5.12

Consider fare incentives to encourage conventional transit use

Many transit agencies have successfully “lured” eligible riders of specialized transit service onto
conventional transit service by further reductions in the senior 10-ride ticket and monthly pass
pricing. Reducing the per-trip ticket price to $1.00 and the monthly pass to $30.00 would
provide a 65% reduction on the cash fare and a 32% reduction on the monthly pass, but the
potential savings per trip based upon the 2015 per-trip cost of $31.36 would realize a savings of
more than $20.00 per passenger in a program that carried 40,803 riders in 2015. If just 10% of
eligible riders (4,803 passengers) were to use conventional service instead of Handi-Transit, the
agency would save nearly $130,000 per annum.
This strategy has been proven to move those accessible riders with conditional eligibility over to
conventional transit service. Using incentive fares in combination with more rigorous
determination of eligibility can have the desired effect of reducing demand. It should be noted
that agencies offering incentive fares typically receive more nuisance applications for
specialized transit service from individuals that are not disabled seeking a lower cost of travel on
conventional transit. There is a correlation - the deeper the discount, the greater the number of
nuisance applications for service are typically received. However; these applications are ruled
out quickly when it is determined that the individual does not have a qualifying disability to
receive specialized transit service.
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11.5.13

Develop and Execute a Public Education Program

Changes in the eligibility process must be supported by a proactive public education effort well
in advance of the changes. Cornwall Transit must mitigate the concerns that may arise due to
changes in eligibility by:
Developing an effective public education program early on and reinforcing key messages
often, by following AODA communications standards.
Utilizing the recommended communication approach provided by CUTA.

11.6 CONCLUSION
The Handi-Transit program provides specialized transit services to meet the transportation
demand of a broad spectrum of persons with disabilities in Cornwall. The forecasted population
driving demand in combination with the existing open eligibility policy is neither sustainable nor
will it provide an AODA-compliant service in the future. Cornwall Transit’s eligibility policies
should be redefined to ensure that clients use the transportation mode that best
accommodates each client’s transit needs. In addition to preserving the service for those that
need it most, this approach increases the utilization of the conventional transportation system,
providing better taxpayer value for money.
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