A new transit
authority is
taking over
for BC Transit.

It is called the

Greater Vancouver
Transportation Authority.
Why and how it came
info existence is an
important lesson for
cities and fransit
agencies cumently
struggling to find new
paradigms for

21st century

urban transport.




C Transit is a descendant of ear-

lier Vancouver trunsil organiza-

tions dating back to the early
half of this century. The agency has
served Vancouver well, but cracks in the
organizational structure began to appear
by the late 1980s when new technolo-
gies like SkyTrain far outdistanced the
organizational infrastructure. It became
clear to the local and provincial govern-
ments of Brtish Columbia that BC
Transit and its authority structure were
not sufficient to identily and solve mod-
ecrn-day problems associated with
exploding populations, suburban
sprawl, traffic congestion and pollunon.

By the 1990s,

citizen groups and
the local media

were  becoming

increasingly
impatient with the
agency. The popu-
lanon of the
Gircater  Vancou-
ver region  had
grown to 1.8 mil-
lion people by
1997, with projec-
tions reaching 3
million by 2021.

The need for a more responsive
lrm:,spona.tiﬂ*n authority was further
punctuated by the publication of the
Livabie Region Strategic Plan . a collab-
oratively developed blueprint for man-
aging the regions growth over the next
25 years. Among other things, the plan
was designed to preserve the natural
environment which makes Vancouver
one of the most attractive and economi-
cally successful citics on the Pacific
Rim. Investment in public transporta-
tion and transportation demand man-
agement were identified as key ingredi-
enis for better growth management.

As the plan evolved, current funding
and governance arrangements between
province and region appeared woefully
inadequate for achieving the objectives
of the regional growth strategy, A new

funding arrangement was proposed and,
in order o0 make efficient usc of new
funding dollars. the outdated organiza-
tional structure would be replaced with
a2 dynamic new one the Greater
Vancouver Transporanion Authority.
From the start, the issoes of funding and
organization were tied together.

New paradigm in public transit
The new Greater Vancouver
Transportation Authority (GVTA) will
officially begin operations April 1,
1999, Bob Lingwood 18 overseeing the
transition as president and CEO of BC
Transil. Among other things, Lingwood
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tional structure had come,

15 chairman of the Transit Cooperative
Rescarch Program (TCRP) board
which is funded by the FTA. He has
taken a keen interest i aiding research
which identifies the real issues the tran-
sit industry faces over the next 10 years.
Says Lingwood *“We developed a state-
ment of our rescarch effort which we
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From the start, the issues of
funding and organization
were tied together.

call New Paradipms for Public Transit.
Through a fairly exhaustive process,
major issues were identified that the
industry needs to address. One is orga-
nizational structure. Those of us who
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were involved in the process ended up
with a fuirly strong opinion thal some of
the hasic organizations that we've sct up
10 deal with and help 10 deliver transt
seTvices arc also major problems. If you
lock at some of the large systems, |
think they arc not as cost effective as
cither the managers or boards would
like them to be. They don't respond to
market needs as fast as managers and
boards would like them to. We can’
change that without rethinking the
slructure,

“Like any business, if we want 1o be
successiul 10 and 20 vears from now,
we have to scl up apencies that are more
dynamic  than
they are today.™

Lingwood
points out that a
transil agency
necds to be able
to make good
decisions regard-
ing ftransporia-
tion and public
investment,
“Whether we're
talking  about
transit, roads or
something else,
decision makers
nced some way
of optimizing those decmions. We're
probably 20 vears past the time when we
could afford big road systems and tran-
sit systems and everything clsc. There
was a time when we consumed as
though we had the money to do all of it
I think here, in Canada, we realize we
can't do that anymore, We have to opti-
mize, We should optimize anyway if we
want hospitals and schools and those
other things, too. In this region, the
quality of life as it wclates to urban
development is very, very imporant.
There has been a lot of effort to design
a lLivahle Region Strategic Plan
Evervone realizes that we can't get there
without a transportation sysiem that
matches. For one thing, 75% of the bad
air in Vancouver comes from transporta-
tion sources. So the solution must be
transporiation based. We're trying to
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Tha crown jewsl of Vancouver's transit system is SkyTrain

take a comprehensive look al the prob-
lems, how we might solve them, and
how we might work through the solu-

Livable region strategic plan

Brinsh Columbias Livable Region
Strategie Plan emphasizes the need lor
a coordinuted approach o land use,
transportation and transportation
demand management. Because popula-
ton and congestion have grown at a
phenomenal rate, and given the peogra-
phy of the region, it’s very difficult w
build freeways from a land poini-of-
view. There are mountains to the north
and ecast, a number of major water
inlets, twh branches of the Fraser River
and the LLS. border on the south. “Those
sorts of barniers mean we are always
building bridges and such things, whach
are expensive,” says Lingwood. “Now
with the cxisting lané-usc patiemn. the
movement to put in a new standard free-
way system, or even expand what we
have, is really not an option. So, with
rapid growth, the focus is on the transit
system.”

Although the transit system has
grown over the vears, it hasn't kept up
with rapid populaton growih. The
regional growth strategy acknowledges
today’s problems and plans for smoother
growth with less transportation-related
problems over the next 20) years. The
core of the strategy revolves around
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developmental densities located along
major transportafion systems like
SkyTrain. Bus foeder systems will bring
passengers from outlying areas inio the
major SkyTrin stations. Already 121 of
the regions 176 bus routes feed
SkyTrain stations.

The strategy calls for population
concentrations in six regional town cen-
ters. With limited current and future
highway capacity, these concentrated
regional town centers would not be fea-
sible withoul a robust mass transit sys-
tem or a coondinated political system
among munictpalities. Says Lingwood
“Our six regional town centers are
designed to be the foeus of future com-
mercial and residential development,
It’s quite an effort to get it all formalized
with as many mumcipaliies as we have

s}
The strategy calls for
population concentrations in
six regional fown centers.

here. But it's moving in the right direc-
fom.

“First thing we did when we realized
that all urban centors were required to
have a plan without it relating © its
neighbors” plans, we changed that The
province devised the regional growth
strategy section to our municipal act. It
now requires a regional stearegy to all
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these multi-juristicional centers. The
plans of the individual mumicipalities
within those regions have to relate, This
15 the first test, right now, going through
that process,”

New authority

Lingwood savs the discussion
between province and Vancouver has
been going back and forth for decades
over iranspormtion problems, specifi-
cally funding and delivery of services.
The debate heated up in 1996 and, in
April of 1997, the Provincial govern-
ment and the Greater Vancouver
Regional Dhsirict (GVRD) appointed
negotiators o find a solution. A com-
pletely new povernance and funding
arrangement was proposed, ranfied and
ultimately approved by the Provincial
legislature in July 1998.

The key provision in the agreement
is the creation of a Greater Vancouver
Transportation Authority (GVTA), a
single accountable authority 1o exercise
local control over transportation plan-
ning, pohcy, service levels, budgets and
financisl agreements. The agreement
also esablishes secure and stable fund-
ing for the Authonty. With the creation
of the GVTA on Apnl 1, 1999, BC
Transit and the Vancouver Regional
Transit Commission will cease their
roles in Greater Vancouver.

The GVTA will be guided in princi-
ple and legislatively by the provincial
Going Places, the GVRDs Livable
Region Strutegic Plan and other official
plans. Specifically the
GVTA wall be responsible for improv-
ing transit and transportation demand
management (TDM) programs, sup-
porting a network of major roads, and
providing infrastructure and services
that support the region’s growth strategy
and air-quality objectives.

Lmgwood says the GVTA will have
responsibility for all transit systems
including a couplc of ferry sysiems, as
well as the major roadway network. This
includes major urban arterials through

commumnity
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20 municipalities. The Authorty

'm'll alsu have responsbility for a por-
tion of the provincizl highway system,
including three bridges. Trnsportation
demund management (TDM) will be
given a boost with the agreement, which
gives a formal legislative mandaie for it
The lepislation requires that new
transportation infrastructure and associ-
ated development conform to the
regional land-use development stratepy
and air-gquality objectives. Says
Lingwood, “In many junsdictions, we
have tnied to do this through goodwill.

The paaple of Vancouver are proud of SkyTrain, partiy
becouse of ifs uniguaness. but also becouse It works so
wed for fhe populaiion

Now there is a lemslative prerogative
that mandates conformance. In other
words, if we put together a major trans-
portation initative and it doesn’t con-
form with land-use plans or air-qualiry
plans, it can be overturned on that basis.

“Similarly, developers must comply.
We may have a major bus route, but a
new development may go m that doesn't
allow easy access In too many cases,
the potential of a transit system gets
croded development by development.

This review process is desigoed to
ensure that thosc sifuations are

addressed properiy”

New funding

Under the old system, a seven-mem-
ber commission made all decisions per-
mining o service plans, fares and local
taxes. The commission’s primary role
was defining and pricing transit ser-
vices. BC Transit provided service,
including contracts and controls expen-
ditures, and the province had responsi-
bility for developing the budget and
nuthorizing capital expen-
ditures,

The ncw agreement
recognized the problematic
nature of these funding
arrangements, especially
in relation to long-term
transit planning. land-use
and air-quality issues
Most unuseal about the
new funding arrangement
is the fact that there is no
cost sharing with the
provincial  government
(with the cxception of
major projects like a new
SkyTrain). For all normal
expenditures, the GVTA
has its own sources of rev-
| cnue. The province has
given the authority tax
room, which Canadian
provincial  governments
rarcly do.

The GVTA will start
with 8 cents (total) a liter on motor fuel
tax. That’s 32 cents u ULS. gallon. Pure
cash flow. Under current arrangements,
that number will o up 1o 40 cents a gal-
lon by the year 2005. Thats not new tax;
the tax won't increase. I's just moving
the share of the tax from the Provincial
revenue inlo the Authority s revenue,

The GVTA wall also start with a sub-
stantial amount from property taxes,
and it will have the ability after the vear
2001 to pass a wvehicle charge. Says

Lingwood, “We wen! from a very com-
plex decision-making process m dealing
with funding 10 a very effective one”

The new authority will be responsi-
ble for a substantial part of the roadway
infrastructure. Until now the provincial
government controlled provincial gh-
ways through the region, and the 20
municipalities took care of thewr own
roads, There was no formal way of coor-
dinating the process of bus lanes and
other imer-community roadways from
onc town o the next. Now there will be
onc authonty with a board of elected
officials representing the local regions,
The roadways which are included
account for about 60°% of the daily trips
in this region. Says Lingwood, “The
new authority will have quite a bit of
clout in planning and implementing
transportation services.”

Funding. planning and deveclopment
of the roadways will be donc by the
authority in close cooperation with the
municipalities. “Given that we can’t
substantially increase the size of the
highway network (because of densities),
we will be in a much better posibon 1o
add such things as high occupancy vehu-
cle lanes,” says Lingwood. "Those sorts
of measures were difficult 10 accom-
plish, particularly in a region with many
mumnicipalitics. We wanted to be better
able 10 coordinate the process along the
line. Now we will have an authority that
can do those things.”

SkyTrain

The crown jewel of Vancouvers cur-
reni transit system is Sky Train. Built in
anticipation of EXPO'86, SkyTrain has
proven to be reliable, fast and user
fniendly. Most importantly for contimue
growth of the system, SkyTrain offen
unprecedented  opportunity fio
increased capacity. The automated trair
already carries 120,000 passengers :
day, with two-minute headways and 3!
trains running concurrently across th
sysiem.

“We're still a long way [rom a realis



tic capacity, and much forther away in
design capacity. During EXP(O'86, we
ran trains, fully automatic, with 90-sec-
ond headways between two busy sta-
tons. Thais possible across the entire
line. We could run six car trains with 90-
second headways. The problem would-
n't be the SkyTrain system if 1t ever
came 1o that We would have to expand
the stations to handle that many people”

In the beginning, there was a lot of
risk involved with SkyTrain. The opera-
tors worried about the linear induction
motors and all other aspects of a new
technology. Afier 20 years of perfor-
mange, the technology has proven to be
exceptional.

Future expansion

In 1994, the provincial government
announced a 10-vear plan which includ-
ed a light mil component. As planners
looked in more detail at constructing
light rail, they began to anticipate many
underpasses, overpasses and diverting
traffic to major streets. The polential
cost of engineering began to escalate, as
did potential disruption to traffic pat-
terns,

*I'he city of Vancouver then suggest-
ed that the train go underground”™ says
Limgwood. “But the cost was very simi-
lar to SkyT¥ain, a proven system which
we already have. Shortly after, a deci-
sion was made to expand SkyTrain”

The first linc of expansion will run
from the Columbia station in New
Westminster north to the Lougheed
Mall, then east until it connects 1o the
Broadway station in Vancouver. This
phase is budgeted at $1.2 billion and is
scheduled for completion before 2001.

The second phase involves extending
the line further west along the more
denscly devcloped Broadway commidor
Lingwood concedes that wnnelling may
be necessary in this arca, This phase
also involves an castern exiension to the
Coquittam Center

The people of Vancouver are proud
of SkyTrain, partly because of its

uniqueness, but also because it works so
well for the population. Vancouverk
GM Place stadium is home to the citys
professional hockey and basketball
tcams. SkyTrain stops nght at the facil-
ity and offers a walkway into the stadi-
um. The stadium hosts over 200 cvents
each year and, on average, 25% of allen-

dees armve via SkyTram.

Lingwood says, “SkyTrain = well
operated in terms of reliability, clean-
liness and costomer treatment, and it's
very efficient. Tt works well for cus-

tomers and taxpayers.”
On Junc 24, 1998, Bntish
Columbia Premier Glen Clark
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The roliey systemn on Broodway cames S0.000 frips o day inciuding the new express arficuialed
low-fooy buses. aon axponded sanvice which sfofed in Sepfamber 1908,

announced a partmership with
Bombardier which finalized the choice
of SkyTrain technology for the expan-
sion. The first result of the parinership,
a 5165 million contract for 60 Mark 1
SkyTrain cars, which will be built in a
new Bombardier manufacmoring facility
located in Vancouver,

“This is a significant agreement with
Bombardier. It will see Vancouver
become a center for SkyTrain technolo-

EY.

Bus service

While SkyTrain continues to please
the masses, Vancouver’s bus system has
endured’ its share of public criticism
over the years. The new authority has
promised to improve things, Lingwood
notes that the establishment of GVTA is
a result of discussions going back to the
19805 relating specifically 1o bus prob-
lems. “All partics realized that signifi-
cant improvements couldnt be made
without funding,” says Lingwood. “As
the discussion evolved, it focused on the
bigger 1issues of transportation,
Ultimately it was determined that we
needed a mandate for change and a gov-
emance board that would be fully
accountable, which 1= what we are now
putuing into place.”

Lmgwood notes that there 15 need
throughout the region for additional bus
service. *“We're in the final design stage
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of a new garage for our rapid bus ser-
vice from Richmond to downtown™
says Lingwood, “About the time that
[acility opens, we'll be working on the
design and building of another bus
facility. The overall buildup of the bus
system 15 as cqually important as the
more visible progects, like SkyTrain™
Annually, more than 120 million rev-
enue passengers ride the buses. There
are 176 bus routes throughout
Vancouver, from Lion’s Bay in the north
to White Rock in the south, from
Aldergrove in the east 1o the University
of Brosh Columbia — the second
largest destination mn the transit system
in the west. The trolley system on
Broadway carmies 60,000 trips a day
including the new express articulated,
low-floor buses (see Rapid Bus article,
p. 32), an expanded zervice which stari-
ed in Scptember 1998, Says, Lingwood,
“Our 244 wolleys, alone, carry 60 mil-
lion passengers a year i Our Major coré
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New bus initatives include
a Rupid Busway planned from
Richmond to  downtown
Vancouver. It will include cen-
ter-lancd. barmercd busway
facilitics. Along Granville
Avenuc, which has a huge
amount of bus traffic. there
will be more bus lanes, better
signaling and more efficient
waffic  movement.  Says
Lingwood. “Cities  like
Richmond and Surrey need
better gquality local service
HOV lanes, which will soon
have bus service, have been
consiructed on the Trans Canada
Highway going into Vancouver. Key
bridees are being upgraded and aug-
mented with transit priority measures 1o
add capacity. So the system will contin-
ue to Improve in coming years.”

Expansion of services makes oven
more vital the need for a strong author-
ity. How it will be managed and funded
afler April |, 1999, is very different
from how il worked in the past. The
story here is about quality of life, and
about transits role in the long-term
regional development strategy Before
commifting more dollars to aid that
process, Bnush Columbia chose to réor-
ganize the transit agency to assurc better
efficiencics. That’s a lesson other agen-
cies could learn. Concludes Lingwoud,
“It's a good system made better by the
new structure. There are no guaraniees,
but we have a betier chance of being
successful now”™ Il
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