2. TRANSIT PRIORITY IN CONSTRUCTION PROJECTS

COMMITTEE RECOMMENDATIONS AS AMENDED

That the Commission approve:

1 That the HOV lanes on the Portage Bridge be bus-only lanes and that the
proposed HOV lanes on the Champlain Bridge also be designated bus-only;

That there be a report in the fall of 2000 on an enforcement line item in the
2001 budget to provide for ticketing and towing in bus only lanes including
Sater and Albert Streets and that the report be listed on the Trangt Services
Committee Agenda.

In

DOCUMENTATION

1 Genera Manager, OC Transpo'sreport dated 6 Mar 00 isimmediately
attached.

2. Extract of Draft Minute, Transit Services Committee of 22 Mar 00,
immediately follows the report and includes arecord of the vote.
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DATE: 6 March 2000

TO/DEST: Co-ordinator, Trangt Services Committee

FROM/EXP. Genera Manager

SUBJECT/OBJET: TRANSIT PRIORITY IN CONSTRUCTION PROJECTS

DEPARTMENTAL RECOMMENDATION

That the Transit Services Committeereceivethisreport for information.

BACKGROUND

At its meeting of 24 November 1999, the Trangt Services Committee requested a report from staff on
how the arrangements for trangt priorities are decided and enforced in the course of congtruction and
recongtruction projects and how they can be improved. This report responds to that request.

Between 600 and 800 congtruction projects are circulated through the Service Planning Department
each year. The mgority of these are reasonably smal scae projects of short duration that have little or
no impact on public trangt operations. Between 10 and 20 are significant projects that have a direct
effect on trangt service for an extended period of time.

Service Planning Department staff thoroughly review dl of the extensve condruction projects and
discuss the scope of work with the project manager. The extent of the work, time lines and expected
road impacts are determined in advance. Most of the projects are in Ottawa-Carleton and for these OC
Trangpo daff work very closdy with g&ff of the Region’s Environment and Transportation Department
to develop condruction phasing and traffic management plans that are consastent with the Region's
policies for priorities on roadways (i.e. waking, cycling, trangt and autos). For projects in Hull, OC
Trangpo daff aign with STO gaff in the planning of the detour, or other arrangements, and make every
effort to ensure that trangit is afforded appropriate priority.

Once developed, the plan is discussed interndly a OC Transpo to ensure that those responsible for
Trangportation Operations, Scheduling and Communications have a full undersanding of what is
proposed and can provide input.



Service is sometimes detoured away from the congtruction area. When this happens, we work with the
project manager to ensure that land owners on the detour route and customers are aware of the
dtuation. Appropriate dternative stop arrangements are organized. After the start of the project there is
an ongoing need for monitoring and enforcement.

When trandt service remains on roads that are under congtruction, ongoing discussions are held with the
project manager and project supervisor to ensure that bus stop facilities are maintained and that
customers can safely access them. Regular progress mesetings are held to keep up-to-date with
congtruction status and to address any issues that may arise. OC Transpo Trangt Supervisors are
encouraged to attend and provide valued feedback and suggestions. Understanding of the needs of the
congruction project and of the trandt service is gained to ensure that work can proceed with as little
impact to trandt service as possible.

In dl cases, Service Planning Depatment daff are in regular contact with project staff and
Transportation Operations.  This includes the overal project manager as well as the full-time on-gte

supervisory seff.
DISCUSSION

Lagt year there were severd mgjor construction projects which had an impact on trangt. The relocation
of the Fleet Street Trunk Sewer, which could have disrupted trangit service badly at the west end of the
central area, was carried out with very little impact on trangt. This was managed by detouring
Trandtway service onto Commissioner and Old Wellington Street thereby insulating it from the effects
of the congtruction.

The mgor roadworks on Wellington, Confederation Square and Elgin Street were a chdlenge for all
traffic operations. The plan was phased over severd years but was tightly constrained in 1999 because
of the dedire to have asllittle core arearoad works in 2000 as possible. In principle, the plan maintained
trangit priority throughout the project. It was recognized that, no matter how well the plan worked,
additiona time would be required for trangit to traverse the congtruction area, and this was included in
the schedules.

Ovedl, this extendve congtruction project was carried out relatively successfully but there are some
lessons that can be learned from the experience. One is in the area of enforcement. We were faced
with problems a pinch points where trangt priority was not observed by many auto drivers. For
example, for one stage of the plan Sater Street east of Metcafe Street was designated for transit use
only, but auto violaions were high and led to dgnificant ddays for our customers. It took an
unacceptable length of time during which OC Transpo security staff provided a presence to try to deter
violators, to secure additiona police officersfor the task.

Another key area that will be improved is in the redtime communications with the Mobility Services
Divison Traffic Control Centre at Loretta Ave. On the days when traffic was most congested, the
Traffic Control Centre was not made aware of the extent of the problem until the next day.



The other areain which greater efforts could be made isin communicating the “ Take the Bus’ message.
At times, due to pressng preoccupations with juggling many complex eements, this was not
communicated as clearly and consstently as it should have been.

Communications and coordination for the three different congtruction projects in Hull were far more
problematic. On severd occasions we were surprised by sudden changes in plan and found trangit
sarvice adversdly affected. For this project, we worked closdy with our counterparts at STO, who
were equally distressed by sudden changes from the agreed plan. We believe that, following strong
protests in December from the General Managers of both OC Transpo and STO, these projects are
now on track for successful completion by the summer of 2000.

IMPROVEMENTS FOR THE FUTURE

We have discussed these lessons with our colleagues in the Environment and Transportation
Department, with whom we have a strong, cooperative reationship. The idea of assuming from the start
that heavy enforcement will be required to maintan trangt priority, and explicitly building it into the
traffic management plan, will be pursued. In this way, rather than a lag in up-grading the leve of
enforcement following monitoring, it will be possible to ease off on enforcement in cases where the leve
provided is not warranted by actua experience. The Environment and Trangportation Department has
agreed that the construction budget for magor projects will contain a specific item for increased levels of
enforcement. As the Police do not have sufficient resources to support our needs during magor
congruction projects, dl of the extra enforcement required is done by off-duty officers with the cost to
be borne by the project.

During any future mgjor condruction works that have trangit implications, our inspectors on the scene
will be in direct contact with the Mobility Services Divisons Traffic Control Centre so that immediate
retime sgnd timing changes can be implemented to enhance trangt priority.

We are dso working with our colleagues to reinforce the “ Take the Bus’ message in al communications
associated with mgjor recongtruction projects in areas where trangt is a good dternative.

For projects in Hull, we will continue to work with our colleagues in STO to achieve the same sort of
coordination and cooperation that we receive in Ottawa-Carleton, and will apply our experience to
improvement in a proactive manner.

Ovedl, where thereis to be mgor congtruction and disruption to traffic in a busy area, even with trangt
priorities in place, there will dways be some effect on OC Trangpo operations. It is our chalenge to
continue to collaborate closely with the project managers to minimize ddays, and to ensure that
cusomers are informed clearly of any changes which affect them.

Findly, dthough this report has discussed mgor congtruction and recongtruction projects, there is an
ongoing need to improve the processes and communications around short-term disruptions on mgor



trangt routes. These can be caused by any number of things, such as utility repairs, the breakdown of
vehiclesin bus lanes eic.

Trangportation Operations Saff are working with Mobility Services Divison staff and Regiond Police
Services to find ways to speed up reactions, and hence minimize the disruption caused.

The traffic cameras now indaled by the Mobility Services Divison across the region now offer a
powerful tool to improve the effectiveness of monitoring programs. Currently there are 26 cameras
monitoring dozens of intersections, feeding displays to the Traffic Control Centre at the Loretta Ave.
facility and shortly it will be possble to view them through the Internet. Later this year, they will aso be
fed directly to OC Trangpo's control centre. There are severd in key positions around the Centra Area
Trandtway, on Albert Street, Sater Street and on Mackenzie King Bridge. These will assgt in
monitoring major congtruction projects and aso in the early identification of short-term problems so that
they can be dedlt with effectively.

Approved by
Gordon Diamond



Extract of Draft Minute
Trangt Services Committee
22 March 2000

4, TRANSIT PRIORITY IN CONSTRUCTION PROJECTS
- Generad Manager’ sreport dated 6 Mar 00

Dr. Gault noted that the biggest area for improvement is enforcement and there
should be a line item in the budget specifically for this. Further, ensuring the
Region’s television cameras are well-placed to help with real time traffic signal
changes will greatly assist in situations where transit may be caught in congestion as
a result of construction. Another area that has been identified for improvement is
communicating to the public to take the bus during construction periods. Mr.
Bellinger added that in discussions with the Director of Mobility Services and
Corporate Fleet Services, it is a matter of co-ordinating all efforts to ensure that
whatever obstacles present themselves, particularly in the downtown core, they be
quickly removed. This is simply a matter of redefining procedures and re-
edtablishing the lines of communication and the aress of respongbility.

Doug Brousseau, Director of Mobility Services and Corporate Fleet Services agreed
that more can be done in terms of having OC Transpo staff on the street observing a
problem and establishing a line of communication directly to the Region’s traffic
operation centre. He advised that during the construction in the downtown last year,
there were numerous challenges posed by congestion and reduced capacity. While
priority was always ‘transit first’, enforcement was not always available. It is a
challenge for the police to provide the resources to enforce the by-laws associated
with transit service and therefore the Department has to purchase that service and
budget for it accordingly. Chair Loney was concerned about the everyday service of
transit and not just during construction periods. He noted that the province has
recently approved an increase in the fines levied against motorists in the bus lanes,
but if the regulations are not enforced, the message will not be heard.

D. Brousseau advised that the challenge facing both the Transit Services and the
Transportation Committees is how to manage congestion. He agreed there is a
general disregard for regulations on the roadways during peak periods and he
recommended that more enforcement is necessary. To this end, he suggested that
the committee convey this message to the police and to the by-law enforcement
people at the City of Ottawa

Commissioner Holmes hoped that the fine revenues previously mentioned would
come to the new City by 2001 thereby providing the necessary funds for
enforcement. With thisin mind, she proposed that staff bring forward a report in the



Extract of Draft Minute
Trangt Services Committee
22 March 2000

fall on the 2001 budget which includes a line item for enforcement. She believed
there has to be enforcement on the bus-only lanes, especially on Albert and Slater
through the central area and this also be a tow-away zone. Chair Loney did not think
there would be much objection to this, especially when costs would be covered by
the revenues collected through fines.

With respect to the use of television cameras at construction locations,
Commissioner Holmes wanted assurance that these will be installed for the period
of the construction. Mr. Brousseau confirmed that cameras would be installed in
temporary locations to support the management of transit through construction
projects.

Commissioner Legendre referred to the mis-use of the bus-only lane on Montreal
Road. He said that as a member of the Police Services Board, he has requested
additional enforcement. However, as a result of one of those enforcements, he
received a complaint from a motorist who was justified in being in that lane because
he was making aright turn. He wanted to emphasize the fact that the police have the
respongbility to enforce these lanes correctly.

Michel Charbonneau, Official Observer, Société de transport de |’ Outaouais (STO)
indicated that the signs for the HOV lanes on the Portage Bridge from the Ottawa
side of theriver across to Hull, designate it for 2 persons per car, but where the lane
crosses over into Hull, the sign changes to 3 persons/vehicle. This discrepancy is
causing alot of confusion for motorists crossing that bridge. He stated that the STO
has raised this many times with the National Capital Commission but nothing has
been done to rectify the situation. He believed it would assist both OC Transpo and
the STO if the signs could be changed from 2 to 3 persons/vehicle. He suggested the
answer might be to prohibit dl cars from using the HQOV lanes on the bridge.

Dr. Gault explained that staff also raised the issue of HOV for 2+ persons/vehicle
with the NCC, noting that the same situation will arise when the third lane is open on
the Champlain Bridge. Staff are disgppointed with the fact there has been no change.

Chair Loney suggested that perhaps the Committee should take an official approach
and request that the HOV lanes be for transit use only on the Portage Bridge, as well
as the Champlain Bridge when the third lane is complete. The Committee agreed

with this suggestion.



Extract of Draft Minute
Trangt Services Committee
22 March 2000

Moved by D. Holmes

That the HOV lanes on the Portage Bridge be bus-only lanes and that the proposed
HOV lanes on the Champlain Bridge also be designated bus-only.

CARRIED

Moved by D. Holmes

That there be a report in the fall of 2000 on an enforcement line item in the 2001
budget to provide for ticketing and towing in bus only lanes including Sater and Albert
Streets and that the report belisted on the Transit Services Committee Agenda.

CARRIED



