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1 INTRODUCTION

The Bus Speed & Reliability (BSR) Program was created to develop and deliver cost-effective transit priority measures to
improve bus speed and reliability. This document guides how TransLink will work with municipalities to identify issues,
develop solutions, and implement changes to improve bus service through the Bus Speed and Reliability Program. This
document is subject to periodic changes or enhancements as required.

Table 1.1: Bus Speed and Reliability Program Overview

Program

Components Description

Program Objectives Deliver new projects to enhance bus speed and reliability through a municipal funding program.

Project located on Frequent Transit Network (FTN), at major transit nodes, or other locations identi-

Program Eligibility fied by TransLink as a high priority.

Three categories of projects eligible for funding:
e Studies to evaluate alternatives and ultimately develop conceptual designs;

e Pilots to design, deliver, and evaluate short-term trials that will inform decisions about per-

RICIEERAVEES manent design of facilities to improve bus speed and reliability; and
e Capital Projects to design, deliver, and evaluate permanent changes to the roadway or
traffic control operations to improve bus speed and reliability.
Allocation based on competitive score:
. e No limit to the number of projects that a sub-region may submit. However, no sub-region
Allocation & . o .
- may receive more than 50% of total available funds.
Evaluation
e  Sub-regions may allocate funds to another sub-region to address issues, or municipalities
from adjacent regions may submit a cross-jurisdiction project.
TransLink Funding Up to 100% for high-priority projects in 2024 BSR Program year. This may be re-evaluated in the

future.

Version updated: August 2023
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2 PROGRAM OVERVIEW
2.1 PURPOSE

TranslLink envisions a future where people and goods spend 20% less time stuck in congestion
than today. Better bus travel time is a key component of that goal.

By 2020, 80% of bus routes were slower than they were in 2015 due to traffic congestion and lack of transit priority in
critical areas. As a result, each year, the region spends more operating funds trying to maintain the current frequency of
our buses — now spending more than one out of every 10 transit service dollars to respond to delays resulting
from congestion. In fact, over a 7-year period, TransLink spent $136.9M on additional bus hours spend in congestion as
delays increased each year.

We will need to protect transit from congestion on the region’s roads so that transit is an attractive and reliable transporta-
tion choice for everyone.

Figure 2.1 -Annual Operating Cost Increase due to Slower Bus Speeds, 2013 — 2019

Total sum of congestion over the 7 years is the
sum of all the bars ($7.4+$13.1+515.6 etc.)
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The Bus Speed & Reliability (BSR) Program was created to develop and deliver cost-effective transit priority
measures to improve bus speed and reliability. As directed by the Mayor’s Vision, through the BSR Program, TransLink
has:

o Developed a transit priority program in consultation with local governments;
e  Developed a municipal funding program to fund and deliver projects; and
o Implemented best practice operating strategies and capital investments to improve bus speed and reliability.

TransLink operates bus service on roadways in 23 local governments, each of which is responsive to a variety of stake-
holders. Few local governments have dedicated staff for transit planning. As a result, slowing or reversing the trend of
declining operating speed requires TransLink to play an active role in guiding or facilitating development of transit priority
projects in collaboration with operating companies, local governments, and numerous community stakeholders.
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2.2 FUNDING AVAILABLE

TransLink has dedicated $31 million for the Bus Speed and Reliability Program. Over a five-year period, the amount
of eligible funding each year has grown from $1.5 million to over $8 million based on demonstrated needs in Metro-Van-

couver.

Table 2.1: Bus Speed and Reliability Program - Competitive Funds

Description 2019 2020 2021 2022 2023 2024 Total

Competitive funds $152M §$372M $415M §$525M $8.04M $8.31M §$31.0M

Version updated: August 2023
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3
3.1

3.11

PROJECT TYPES AND COST ELIGIBILITY
PROJECT TYPES

TransLink will take a comprehensive approach to develop a robust and continuously updated list of transit priority
projects. Through the Bus Speed and Reliability Program, TransLink will fund studies to identify issues and develop
solutions, pilots to demonstrate new concepts and evaluate benefits, and capital projects to implement physical and/or
operational changes to roadways.

These three eligible project types are described in more detail below.

Studies

Through the Bus Speed and Reliability Program, TransLink will fund studies to identify issues and develop solu-
tions.

Studies must consider new transit-priority solutions or additional benefits over existing transit priority measures.
All studies must consider an option with dedicated transit priority such as dedicated bus lanes, queue jumps, bus bulbs, or
bus-only signal phases. Studies cannot be used to redesign existing facilities without offering additional transit operating
benefits.

Each study is eligible to receive up to $200,000. Bus Speed and Reliability Program funding can be spent on internal
or external services to identify and diagnose issues, develop and analyze alternatives, and draft designs or operating plans
to address those issues. See section 3.2 for more details about eligible costs.

Studies must be completed within two years of award. Designs and/or operating plans completed as part of a Study
may be submitted as part of an application for a Pilot or Capital Project in subsequent years.

Studies can vary in scope from single locations investigations to city-wide hot spot studies. The costs of each
study will vary depending on the project scope, extent of the area, available data, and local variables. The table below
shows the typical costs for different types of study for information purposes only.

Version updated: August 2023



2024 BSR Program Page 5
Program Description and Guidelines

3.1.2

3.13

Table 3.1: Expected Study Costs

Type of Study Expected Typical Cost ‘

Hotspot studies $50,000 to $100,000

Proposal includes changes to lane regulations, wayside | $50,000 to $100,000
signs and pavement markings

Proposal includes physical changes to street and/or sig- | $75,000 to $150,000
nals for 1-2 intersection approaches

Proposal includes physical changes to street, relocation | $100,000 to $200,000
of curbs, signals, utilities, larger extent project

Pilot Projects

Through the Bus Speed and Reliability Program, TransLink will fund pilots to demonstrate new concepts and
evaluate benefits. Pilot projects are characterized by:

¢ Quick implementation. Pilot projects are easily implementable over a short period time, allowing for immediate
demonstration of impacts.

o Use of inexpensive, low-impact materials. The purpose of pilot projects is to test ideas on the ground and see
how they work. Using inexpensive, low-impact materials allows for quick implementation and easy modification if
changes to the pilot are needed. Examples of successful pilots in other cities have included the use of cones to
simulate bus lanes, modular materials to demonstrate bus bulbs, or taping queuing lines on the pavement to trial a
more organized boarding process.

o Short evaluation period. Pilot projects are temporary demonstrations of a potential larger capital project. Pilot
projects are generally six to twelve months long. However, some pilot projects may be as shorter or longer, as
needed.

Pilot must offer new bus priority measures. Pilots will be evaluated based on their benefit to bus performance. Bus
Speed and Reliability Funding cannot be used to demonstrate that a proposed design does no harm to bus service.

Each Pilot is eligible to receive up to $250,000. Bus Speed and Reliability funding can be spent on internal and/or
external services to plan, design, and implement a Pilot. Unlike other project types, funds may be used for operations and
enforcement during the Pilot if critical to success of the project. See section 3.2 for more details about eligible costs.

Pilots must be completed within two years of award. Unlike other project types, funds may be used for operations and
enforcement during the pilot period if critical to success of the project. The documented results of a Pilot may be submitted
as part of an application for a Capital Project in subsequent years.

Capital Projects

Through the Bus Speed and Reliability Program, TransLink will fund capital projects to implement physical and/or
operational changes to roadways. Capital projects are distinguished from pilot projects by the permanence of design
and materials. Capital projects include—but are not limited to—bus lanes, queue jumps, bus bulbs, and dedicated signals.
Funding may also be used to upgrade a pilot project to a permanent project.

Capital projects must offer measurable operations benefits to bus speed and reliability. Therefore, Capital Project
funding cannot be used for a like-for-like replacement of existing facilities.
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Capital projects may be awarded up to $1.5 million. Bus Speed and Reliability funding can be spent on internal and/or
external services to plan, design, and implement a Capital Project. Funding may also be used to upgrade a pilot project
to a permanent project. See section 3.2 for more details about eligible costs.

Capital projects must be completed within three years of award.

Table 3.2: Bus Speed and Reliability Project Type Overview

Study

Identify issues, analyze alter-
natives, and develop designs
and/or operations plans to im-
prove bus speed or reliability.

May be a precursor to Pilot or

Pilot

Plan, design, and implement
demonstration of bus priority
measure to evaluate the bene-
fits.

Characterized by quick imple-

Capital Project

Plan, design, and implement
capital projects to improve
bus speed and reliability.

Not an exhaustive list

bility.

LT Capital Project. mentation, short evaluation pe-

riod, and use of inexpensive,

low-impact materials.

May be a precursor to a Capital

Project.

Development of conceptual Implementation, enforcement, Design and construction of

Example design for specific project to and evaluation of parking re- bus bulbs, bus pads for stop
Projects improve bus speed and relia-  strictions, turn restrictions, or relocations, signal timing or

lane restrictions for a finite pe-
riod to evaluate benefits and im-
pacts.

infrastructure upgrades, lane
striping, etc.

for Completion

Up to $200,000 Up to $250,000 Up to $1.5 million
Maximum Award
per project per project per project
Maximum Timeframe
2 years 2 years 3 years

3.2 CosT ELuGIBILITY

Project components that are considered essential to the successful delivery of the project are eligible for funding.
This includes planning, design, consultation, and construction.

The costs of project components acquired or completed prior to the approval of Bus Speed and Reliability Program awards
are not eligible for “retroactive” funding under this program. Once a project is approved by TransLink’s Capital Management
Committee (CMC), costs incurred after January 1 of the program year are eligible. Any expenses incurred prior to Jan 1

are not eligible.

Any project related property acquisitions in 2002 or later are eligible for funding at its original purchase price, not at current
market value. Such costs are eligible only for property required to complete an approved project and are only reimbursed
when the approved project is completed. Property required for a proposed “ultimate” alignment is not eligible if the current

project involves construction to an “interim” standard.
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Some project costs are not eligible for funding under the Bus Speed and Reliability Program. Ineligible project
costs may include (but not be limited to):

e  Project components acquired or completed prior to approval of the project (except for preliminary planning & de-
sign work and certain property costs)

e  Project costs associated with additional roadway capacity, if not on the MRN (e.g., an additional travel lane) ex-
cept to provide specific transit priority (e.g., queue jumps, transit approach lanes, turn pockets)

e  Senior Management Time (Note: Direct municipal staff time and consultancy support towards the design and
management of a project is eligible. Municipality must submit a tracked list of tasks and time to be reimbursed for
staff time.)

o  Foregone revenues (e.g., parking revenue)

o Utility costs (including regular, long-distance or cellular phone charges)

e Financing (e.g., internal or external costs of borrowing TransLink’s contribution, from the date of actual expendi-
ture to the date of receipt of TransLink’s contribution following completion of the project)

o Assets such as small tools that are normally charged against income

e  Equipment, furnishings and fittings used for normal administrative purposes (e.g., office furniture, personal com-

puters)
e Vehicles, travel, meals, or accommodations
e Gifts in-kind

e Auditing or accounting fees, incurred in the normal course of municipal operations

e Legal services (excluding property acquisition which is eligible)

e  Operations (except operating costs necessary for pilot projects, requiring prior approval from TransLink)

e  Maintenance

e Repair, rehabilitation or replacement of existing infrastructure. The exception to this is where temporary pilot in-
stallations (from a previous project) are proposed to be replaced by permanent infrastructure.

3.3 MAINTENANCE AND REHABILITATION

In general, Bus Speed and Reliability funds are not eligible for operations, maintenance, and rehabilitation.
TransLink provides municipalities with an annual allowance for the operation, maintenance, and rehabilitation of MRN
roads within their jurisdiction through the Operations Maintenance and Rehabilitation (OMR) Program. which is independ-
ent of the Bus Speed and Reliability funds. Similarly, TransLink provides funding to municipalities to repair or replace
structures such as bridges on MRN roads through the MRN Structures cost share program.

To minimize both costs and traffic disruptions, municipalities may choose to undertake maintenance or rehabilitation works
on existing road infrastructure concurrently with construction of new infrastructure funded under the Bus Speed and Reli-
ability program. Components of a Bus Speed and Reliability project that comprise maintenance or rehabilitation of existing
infrastructure must be identified as such in the application process. The costs for maintenance or rehabilitation components
that are covered by OMR and MRN Structure funds are not eligible for funding under the Bus Speed and Reliability funds.
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4
4.1

4.2

FUNDING FRAMEWORK

COMPETITIVE FUNDING DISTRIBUTION
Funding will be distributed on a competitive basis.

Each project application will first be assessed to ensure it is eligible and meets minimum readiness criteria. To be
eligible for funding, projects must be located on the Frequent Transit Network, major bus node (e.g. bus loop), or another
high-priority location confirmed by TransLink staff. Readiness will be evaluated based on the project schedule, budget and
cost estimates, scope/design, and/or local support.

Studies will be scored based on the level of need for transit priority. This will be approximated by the bus performance
in the study location(s).

Pilots and Capital Projects will be scored based on the expected benefits of a project. travel time and reliability
benefits for customers and potential operating savings for TransLink. This will be approximated by the proposed transit
priority measure(s), location(s), and times of operation.

Pilots and Capital Projects will be prioritized based on the level of transit priority provided. Projects that provide
dedicated transit priority will be considered for funding before other projects. See section 5.4.2 for more information about
scoring.

Funds will be distributed to the top-ranked projects until all available funds are distributed. In an event where the
remaining funding can only partially fund a project, TransLink staff will start a discussion with the municipality about this
partial funding. If the municipality declines the partial funding, the next eligible project on the list will be offered this partial
funding. The process of offering this partial funding will continue until funding is fully used up or until the list of eligible
projects is exhausted.

In general, each year TransLink will allocate 12% of funding for studies and 88% of funding for pilots and capital
projects. TransLink reserves the right to adjust those percentages if, for example, one category is oversubscribed, and
another is undersubscribed.

FUNDING LImMITS BY SUB-REGION

All municipalities are eligible to apply for the Bus Speed and Reliability Program. There is no limit to the number of
projects or amount of funding that a local government may submit or request.

Awards will be limited by sub-region. No sub-region will be eligible to receive more than 50% of funding. Local gov-
ernments within the same sub-region are therefore encouraged to openly communicate about intended requests.

Municipalities may submit joint applications to address issues that span more than one sub-region. Multi-jurisdic-
tional applications must include documentation indicating support from each road authority involved. For the purpose of
determining if a sub-region would receive more than 50% of funding, the costs of projects that span two sub-regions will
be divided equally between both regions.

Figure 2 provides a map of the sub-regions.
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Figure 2: Transit Service Sub-Regions

NORTH SHORE

MAPLE RIDGE/
BURNABY/NEW NORTHEAST PITT MEADOWS
- WESTMINSTER

VANCOUVER/UBC |

Bowen Island

4.3 UNALLOCATED FUNDS

Unallocated funds will become eligible for bus speed and reliability improvements identified by TransLink or Coast Moun-
tain Bus Company. Unused funds may be rolled into available funds for future years
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5
5.1

5.2

5.3

ADMINISTRATIVE PROCEDURES

PROJECT APPLICATION

Local governments must submit project application forms to TransLink by October 31, 2023 to be considered for the 2024
Bus Speed and Reliability Program.

Local governments must fill one application form per project. If a proposed project straddles two or more jurisdic-
tions, one applicant must submit a single application. See section 4.2 for details about multi-jurisdictional projects.

PROJECT PRESENTATIONS

Local government staff may meet with TransLink staff to present additional project details to support Bus Speed and
Reliability Program applications. Project presentations are optional. Please indicate on your application form if you would
like to present your project to TransLink.

Offers to make presentations in advance of the annual “call for projects” period will also be considered, especially if this
will assist the applicant to refine their intended submission.

SUPPORTING DOCUMENTS FOR PROJECT APPLICATION
Local governments must submit the following supporting documents for all project applications:
o Terms of Reference for the study, pilot, or capital project. This should provide a clear description of the project
objectives, timeframe of implementation, major elements, and overall cost.

e Project map (or schematic) should also be included to indicate the specific location(s). In the case of pilot and
capital projects, the proposed transit priority measures should be labelled on this map.

o  Schedule. Major milestones and a completion date and proposed in-service date must be provided.

o Named staff or consultant Project Manager. Identify who will lead project implementation and estimate their
time commitment and availability over its duration.

o Staff-time and rates. Identify staff time, rates, and total cost for municipal staff that will lead or support the pro-
ject, including final design/tender and construction phases.

Supportive policy language. Copies of any relevant documentation should be provided to indicate support for
the project. Examples of documentation include:

o Relevant excerpts from the Official Community Plan and/or Transportation Master Plan.

o  Supporting strategies such as modal hierarchies, and/or goals to implement transit priority, or designate
transit corridors.
o Letters of support from stakeholders.

o Capital Plan extracts related to the project or program.

o Note: Letters of support will also be required if the proposed project extends into other jurisdictions, e.g.,
Ministry of Transportation, neighboring municipality. Refer to section 5.3.1.
e  Support from senior leadership. Acceptable forms of support include:

o Council resolutions or approvals related specifically to the project.

o  Countersigning of the application by the Transportation Manager or City Engineer.
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o Documents demonstrating funding commitment — If the applicant is contributing funds to the project, then
copies of relevant documentation should be provided to indicate resolution from funding source(s) approving the
project and the local government’s cost-share of the project. For multi-jurisdictional projects, all relevant road au-
thorities should provide documents demonstrating funding commitment.

In addition, applications shall include a summary of any other anticipated funding sources for the project. Any
previously approved and anticipated amount of funds from each source shall be noted, with the total amount equal-
ing the project cost estimate. Sources of funding may include (but are not limited to):

o municipal sources (e.g., municipal general revenues, development cost charges, development levies,
work agreements with private developer);

o requested amount of TransLink funds from other municipal funding programs (e.g., MRNB Upgrade

funding, MRN Minor Capital funding, BICCS funding, MRN Major Capital funding, WITT Funding);

OMR funding (only for rehabilitation components of the project);

federal government grants;

ICBC grants; and

other provincial government grants (e.g., CIPP Grant).

o O O O

In addition to the documents above, local governments must also submit the following supporting documents for
Pilot and Capital Project applications:

o Punch List of Project Elements — Provide a list of project elements or key deliverables and expected date of
milestones (e.g. completion of planning, design, construction, monitoring, etc.) This will establish a basis for pro-
gress reporting, as required by Section 5.7.

e Plan Drawings and Cross Sections - All developed design drawing packages should be provided to indicate the
project scope, and provide a basis for the cost estimates

o  For Pilots, a minimum 10% design is required.
o For Capital Projects, a minimum 30% design is required; 50% is preferred.

o Engineering report(s) prepared during previous design phases should accompany any design package(s), pre-
pared by a registered Professional Engineer(s), as appropriate. These should include any analysis of alternatives
considered to demonstrate how the proposed solution was selected. The final report from a previously-funded
study can fuffill this requirement.

o Detailed project cost estimate, prepared by a registered Professional Engineer, commensurate with the level of
design detail undertaken.
o ForPilots, a minimum 10% design is required; this supports a Class D estimate,
o  For Capital Projects, a minimum 30% design (Class C) is required; 50% (Class B) is preferred.

o Certification by Professional Engineer — A blank certification page is included with the Application form tem-
plate, to be completed by the Professional Engineer who will be responsible for the Pilot or Capital Project. Com-
pleted certification pages should be submitted electronically as an attachment (.PDF format only).

o Project photos - ‘Before’ and ‘After’ photos of the project need to be submitted to demonstrate project improve-
ments prior to funding disbursement. The ‘Before’ photos are required at the project application stage, and the
‘After’ photos will be requested at the Payment Request stage after the project has been completed. [See also
section 5.7.]

Table 5.1 provides guidance on the expected design considerations for the 10%, 30% and 50% thresholds, for various
project types. These considerations should be included in any project development (either as a BSR-funded study or
carried out through some parallel process) that is undertaken prior to Pilot or Capital Project application.
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Table 5.1: Project Design Requirements — Overview

Type(s) of Project

10% Design/ Class D Es-

30% Design /Class C Es-

50% Design/ Class B Es-

Pilot (Temporary Materials and
Installations)

timate

Project location(s) on plan;
technical memo providing
a list of elements, typical
design(s) assumptions/ex-
amples based on industry
practice, current municipal
standards.

timate
Optional

timate

Optional (Exceeds Mini-
mum Requirement Needed
for Application).

Would include specifics of
materials to be used, de-
sign of markings/signs,
timing, traffic management
plan for implementation.

Conversion of street within ex-
isting curb lines; Signal Re-
Timing

Concept design package
indicating street configura-
tion, relocation of mark-
ings, signs

Signal timing & lane con-
figurations plans devel-
oped from traffic/transit op-
erations study.

Items for 10%, plus:

Design drawings plus ref-
erences to specifications
for construction materials,
design standards

Signal modifications draw-
ing/report to support re-
timing.

Items for 30%, plus:

Additional specifics pro-
vided regarding construc-
tion materials, timing, traf-
fic management plan/stag-
ing of construction.

Electrical design associ-
ated with signal re-timing.

Spot Widening/Other Curb Re-
locations/

As above, plus

Utility conflicts and drain-
age facilities identified
from desktop review. Cost
allowance for modifica-
tions.

Desktop review to confirm
if any potential issues exist
with soils, water resources,
biological resources or
contaminants

Preliminary design pack-
age for streets including
plan/profiles and cross
sections for new construc-
tion.

Utility conflict and storm-
water management/drain-
age strategies developed
as plan/profile to support
costing.

Survey to verify utility,
drainage, and sewer loca-
tions. Also verify ROW lim-
its if design encroaches
within 1m of assumed lim-
its.

Draft final design and con-
struction specifications,
construction materials, tim-
ing, traffic management
plan/staging of construc-
tion.

Signal Installation or Reloca-
tion (typically triggered by curb
relocations, street widening, re-
moval/modification of channels
etc)

As above.

As above plus:

Signal relocation design in-
cluding associated struc-
tures/detection systems.

As above plus:

Structural and electrical
designs associated with
relocated signals.
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Type(s) of Project

10% Design/ Class D Es-

30% Design /Class C Es-

50% Design/ Class B Es-

Right of Way strip(s) required
to fit construction

timate
As above plus:

Property footprint for con-
cept design, Cost allow-
ance based on market
trends.

timate
As above plus:

Survey to verify ROW.
Property acquisition plan,
with costs based on as-
sessed values.

Include signal require-
ments where applicable.

timate
As above.

Include signal require-
ments where applicable.

Table 5.2 provides a checklist summary of the documents required for each project type.

Table 5.2: Supporting Document Requirements Overview

Supporting Document

Project Type

Pilot
Project

Capital
Project

Terms of Reference (Including

Leadership

Project Map) Required Required Required
Schedule of Milestones Required Required Required
Named Project Manager Required Required Required
Project Staff Time & Rates Required Required Required
Supportive Policy Language Required Required Required
SR LT SR Required Required Required

Documents demonstrating

Required if funding is

Required if funding is

Required if funding is

funding commitment proposed proposed proposed
Punch List of Project Elements - Required Required
Plan Drawings and Cross o , . 30% Design Required
Sections 10% Design Required 50% Design Preferred
gertllflcatlon by Professional Required Required
ngineer
0,
Engineering Report In Support of 10% Design In SuppDort.of 30%+
esign
Detailed construction cost Class D Required Class C Required
estimate g Class B Preferred
Project Photos Required Required
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5.3.1 Additional Requirements for Projects Requiring Coordination

Local governments must provide additional supporting documents for any project on the Major Road Network
(MRN), Truck Route Network, or Major Bicycling Network. These requirements are identified in Table 5.3. All Pilot and
Capital projects applications that impact people-moving capacity on the MRN must include a TransLink approval letter
(signed by the Infrastructure Program Director).

Local governments must submit letters of support from adjacent jurisdictions for any project on or crossing ju-
risdictional boundaries. The lead authority making the application should attach letters of support from the overlapping
and adjacent jurisdictions, indicating their collaboration and/or support for the proposed project. Other jurisdictions may
include other municipalities, the Ministry of Transportation, or First Nations.
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Table 5.3: Supporting Documents — Additional Considerations

Project Type

Supporting Document Pilot Capital
Project Project

On the Major Road Network (MRN)
(See Appendix D for more detail)

Terms of Reference for MRN Capacity
review

Approval from TransLink MRN Capacity
review (letter from Director of Infrastruc-
ture Programs), per SCBC Transporta-
tion Authority Act

Required

Required Required

On the Truck Route Network (TRN)
(See Appendix E for more detail)

Freight impact assessment and identifi-

cation of mitigation measures (all Required Required Required
TransLink-funded projects)

Confirmation no prohibition of truck

movement OR Terms of Reference for Required Required Required
Truck Route review

Approval from TransLink Goods Move- Required

ment team for any action prohibiting (TL management or TL

truck movement (per SCBCTA Act S. Bo;'r d approval, tde-d
21(2)) pending on impact an

if duration >3 months)
On the Major Bicycling Network (MBN)

Evidence of discussion with TransLink
System Plans and/or Municipal Funding Required Required Required
Program teams

Required
(TL Board approval)

Multiple Jurisdictions

Letter of support from adjacent, overlap-

ping, or collaborating jurisdictions Required Required Required

Conversion from Pilot Project

Documentation of scope, costs, and

benefits from pilot project N/A N/A Required

Results from monitoring program N/A N/A Recommended

5.4 PROJECT EVALUATION AND APPROVAL

TransLink staff will review all Applications for the Bus Speed and Reliability program. Incomplete applications will be re-
turned to the municipality for completion. Additional information or clarification may be requested during the review process.

Projects requesting Bus Speed and Reliability Program funding will be reviewed for eligibility per Section 5.4.1 and scored
by TransLink staff according to evaluation criteria in Section 5.4.2. The selected projects and funding distribution will be
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reported to the RTAC Transportation Planning Subcommittee, OMR (Operations Maintenance and Rehabilitation) Sub-
committee, and RTAC. Subsequently, the endorsed projects are submitted to TransLink’s Capital Management Committee
for funding approval. Once approved, TransLink will draft project specific contribution agreements and administer the fund-
ing. Figure 5.1 shows the project evaluation process. Starting with the 2023 call projects, TransLink will evaluate capital/pi-
lot projects and studies separately.

Figure 5.1 Project evaluation process

Meets Eligibility Criteria?
Location, Timeline, Funding Request

¥

Partially Meets “Project Readiness Criteria? No

e.g. Scope, Cost Estimate, Schedule, — |

Supportive Documents Complete

Work with Applicant
to fulfill criteria

Sort into Tiers
based on level of transit
priority proposed

\ 4

Tier 1 Dedicated:
Benefits transit exclusively

—

Tier 2: Mixed:
Benefits transit and other modes

—

Pilots & Capital Projects Studies

Tier 3 Mitigated: Evaluate based on net
Mitigates impacts to transit caused benefits
by other changes Consider after Tier 1 and 2
Tier 4 None:

Benefits other modes only
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Screening and scoring criteria are summarized in Table 5.4. Based on these scoring criteria, each project is eligible to
receive up to 100% of available points. Further details about the evaluation criteria are provided in the following sections,
with scoring details laid out by Appendix C.

Table 5.4. Project Evaluation Criteria

Project Type Category | Criteria Maximum Score

Studies Readiness Formal assessment of readiness based on clearly defined Pass/Fail
requirements, including proposed scope, timeline, staff
commitment and supporting documentation

Need Combination of bus delays, reliability and ridership for 100%
each bus stop location and direction within the study area.

Pilot or Capital Projects | Readiness Formal assessment of readiness based on clearly defined Pass/Fail
requirements, including proposed scope, timeline, staff
commitment and supporting documentation, including ap-
propriate levels of design and costs

Benefits Combination of proposed transit priority measures, time(s) 100%
of day and days of week in effect, and location(s) where
project is proposed.

5.4.1 Screening for Eligibility and Readiness

TransLink will screen projects to determine eligibility and readiness. This will ensure that proposals fit the location
and purpose of the program and can be implemented within the funding timelines and thresholds for the individual project
category.

TransLink will first screen projects to determine eligibility. Eligibility will be determined by screening location, timeline,
and funding request.

e Location - Proposed projects must be located on the Frequent Transit Network (FTN), at a major node such as a
bus loop or exchange, or other priority locations identified by TransLink.

o Timeline - Proposed projects must be scheduled for completion within the timeframe allowed for each project
type, as shown in Table 3. 3.2.

e Funding Request - Funding requests must fall within the allowable range for each project type, as shown in Ta-
ble 3..

Applications which fail to pass this screening may be disqualified from consideration.

TransLink will then screen projects for readiness. Readiness will be determined based on the completeness of the
supporting documents requested in Section 5.3. Applicants missing one or more items, or if the attached information is
incomplete or unclear, will be provided one (1) reminder to complete these, to provide an opportunity to pass the screening
stage that year.

5.4.2 Scoring

Projects will be scored based on their need or benefits. The Bus Speed and Reliability Program application form will
automatically generate a preliminary score to be confirmed by a team of evaluators.
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5.5

Studies will be scored based on the need for transit priority. Local governments will provide information about the
project location(s) and will receive a score based on the need for transit priority based on existing bus performance metrics.
A metric that combines passenger delays, bus delays, and travel time variability is used to assess the overall performance
of each bus stop segment in the bus network. Locations with higher need are those with higher numbers of delayed pas-
sengers, higher per-bus delays, and greater variability in travel times. This allows all studies to be compared based on
relative “need” within the funds allocated for studies.

Pilot and Capital projects will be scored based on the net benefits of proposed changes. Local governments will
provide information about the proposed type(s) of priority measures, time period(s) in effect, and project location(s). A
score for the potential net benefit of the project will be assessed based on these factors. As indicated in Figure 5.1, three
tiers of projects would produce benefits:

o Tier 1. Dedicated. Includes measures that benefit transit exclusively.

o Tier 2. Mixed Projects. Benefits transit and other modes, such as capacity or signal timing improvements that
speed up the general flow of traffic.

o Tier 3. Mitigation. Project addresses impacts to transit resulting from other changes made to the street.

Projects producing no transit speed or reliability benefit (“Tier 4”) will not be approved for BSR funding but may be eligible
for different funding programs.

This approach allows the pilot and capital projects to be compared based on relative net benefits, within the funds allocated
for those types of projects. Higher scores will be achieved by proposals that include measures that provide greater priority
to transit, operate during more time periods, and are at locations where the existing need is higher. More extensive projects
serving more locations would accumulate higher scores.

Projects will be prioritized according to the Tier they fall under, starting with Tier 1, then Tier 2, then Tier 3. Projects
with elements in more than one tier will be prioritized based on their relative extent. For example:

e Ifaproposal included Tier 1 components overlaid with Tier 2 items over the same extent, the project would be
considered Tier 1.

o Ifthe proposal included limited Tier 1 components and primarily included Tier 2 elements, then the project would
be considered after all other Tier 1 projects, but before the rest of Tier 2.

o If projects include multiple locations and the elements are in different Tiers, the application’s probability of suc-
cess may be improved by splitting the project geographically. If the Tiers apply to the same location, then the
guidance in the previous two points would be applied.

If a project has several elements taken from Tiers 1 to 3, but also Tier 4, the non-eligible Tier 4 elements will be flagged
for removal from the funding request. [These may continue as part of the project scope if they have alternative funding
identified.]

Also new, since 2023, bonus points for municipal contributions to overall project costs will no longer be assigned. However,
larger projects made possible by these contributions may produce greater benefits and therefore still achieve a higher
evaluation score. Municipal contributions may also be used to fund non-eligible elements that the applicant plans to con-
struct at the same time as the BSR elements.

PROJECT IMPLEMENTATION AND FUNDING DEADLINE

Local governments are solely responsible for the implementation of approved Bus Speed and Reliability projects
in accordance with a project-specific contribution agreement. Local government responsibilities include, for example,
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5.6

5.7

5.8

project management, permitting, design, construction, and inspection. TransLink responsibility is limited to the provision of
funding per the contribution agreement.

Projects must be completed within 2 — 3 years to be eligible for Bus Speed and Reliability Program funding, de-
pending on project type:

o Studies and Pilots must be completed within 2 years.

o  Capital Projects must be completed within 3 years.

The Program year from which the funding was first awarded is considered Year 1. For example, all capital projects that
receive awards from the Bus Speed and Reliability Program in 2024 are to be completed by December 31, 2026.

Local governments must submit a Request for Payment for all completed Bus Speed and Reliability Program
projects. Request for Payment is due by March 31 (three months after the project completion deadline) with proof of all
costs expended by the deadline.

COMMUNICATIONS MATERIALS AND PROJECT SIGNAGE

Local governments will notify TransLink when preparing any communication materials related to TransLink-funded projects
(i.e. project signage, press releases, newsletters and brochures, public events), so that TransLink staff has an opportunity
to provide input prior to the release of information. Refer to the project funding agreements for additional details.

PROJECT STATUS UPDATE

TransLink requires project updates four times a year for all active projects until the Project is completed. This will
provide TransLink with an overview of the progress of the work for the purposes of cash flow forecasting and budgeting.
These updates should track against the project punch list and schedule of milestones. Photo evidence of ‘before’, in pro-
gress, and ‘after’ conditions for Pilot and Capital Projects is required.

Project updates must be submitted by the following deadlines in each year:

e End of February,

e End of May,

e End of August, and
e End of November.

PROJECT DATA

A data licensing agreement may be required if Local Governments need access to data that is not publicly acces-
sible to support a project. Translink may provide data on Bus Speed and Reliability as part of the project, with particular
attention to Pilot projects. Some open data (e.g. bus routes, frequencies, travel times/speeds) are already publicly availa-
ble. To access data that is not already publicly available (e.g. bus ridership estimates), a data licensing agreement may be
required. The following caveats apply in these cases:

e The recipient will not insert all or any part of the data into any report, record, research paper, publication or other
type of output without first having obtained Translink’s written consent to such use and disclosure.
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e The recipient agrees to take precautions and appropriate measures to keep the data confidential and to do all
things necessary to prevent the unauthorized disclosure or use of the data by any of its consultants, employees,
agents, or servants, for any purpose other than this project.

e Upon conclusion of the project, the recipient will destroy all copies of the data in its possession or under its
control.

¢ Inno event will Translink be liable to [the recipient] for damages, whether direct, indirect, or otherwise, resulting
from the use or accuracy of the data provided by Translink.

5.9 REQUEST FOR CHANGE OF APPROVED PROJECTS

5.9.1 Scope of Work Changes

If a local government plans to change the scope of work of an approved project, the local government must request the
scope change in writing, along with supporting documentation, to TransLink for consideration. The request will be subject
to approval by the Director of the Infrastructure Programs. Approval of all changes must be confirmed in writing by
TransLink.

5.9.2 Extension of Completion Deadlines

The project completion deadlines for approved Bus Speed and Reliability Program projects may be extended for projects
that have received documented commitments demonstrating significant senior government funding.

5.9.3 Funding Transfers

If a local government submits a Request for Payment showing the agreed-upon scope of work was completed under
budget, the municipality can request in writing at that time to transfer the remaining TransLink funding to one still-open’
project within the same program year that is estimated to be over budget. Once funds are transferred into a project, no
further funds can be transferred into or out of that project.

Alternatively, remaining TransLink funding may potentially be transferred to one still-open project in a different funding
program but in the same program year; however, this is dependent on the approval of the transfer.

The Director of Infrastructure Programs may approve the transfer requests up to $100,000. Requests for funding transfers
greater than $100,000 must be approved by CMC (Capital Management Committee).

5.10 TRADING OR COMBINING OF MUNICIPAL ALLOCATIONS

Local governments may combine their funding allocations for projects that cross municipal boundaries or that otherwise
benefit both local governments. Combining of allocations would only be done with the consent of each affected local gov-
ernment, as confirmed by an appropriate resolution of each Council or letter of agreement from senior local government
staff, and approval of TransLink.

' This is a project that is either still under construction or is complete but a request for payment of TransLink’s contribution has
not yet been submitted. Funding cannot be transferred to projects for which TransLink has already paid its contribution.
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5.11 REQUEST FOR PAYMENT

TransLink will reimburse a municipality for up to 100% of the eligible costs for a BSR project, net of contributions
by any provincial or federal governments or agencies, up to a maximum dollar amount as set out in the relevant contribution
agreement.

TransLink will pay its share of costs directly to the municipality when:

o the contribution agreement for the project has been properly executed by both TransLink and the local govern-
ment; and

o the project is complete; or

o [fthe Project is not completed by the project deadline but construction is greater than 50% complete, TransLink
will reimburse the local government for up to 100% of actual Eligible Costs incurred by the project deadline, or the
sum of the total approved TransLink contribution(s) for the project, whichever is less.

Otherwise, TransLink will not provide any reimbursement for the project.

TransLink does not provide progress payments. For projects that have multiple TransLink contribution agreements, all
funding from TransLink will be paid at the same time.

As defined in the contribution agreement, a project is deemed to be complete when:

o the work is ready for use, or is being used, for its intended purpose; and
o the total value of all incomplete, defective and/or deficient work does not exceed 3% of the maximum project
budget set out in the contribution agreement.

Requests for payment of TransLink contributions shall be submitted to TransLink by March 31 (three months after the
project completion deadline). Requests which are submitted late may not be processed and funding may be forfeited.

Requests for payment of TransLink funds must be made in writing and accompanied by the following:
1) Contribution Payment Request Form:

e  description of the actual work completed and any scope change from the original application;

o certification by the City Engineer (or equivalent) that the project is complete, as defined in the agreement, and that
the project met or exceeded specifications and standards set out in the contribution agreement, if any, and those
standards or specifications set by the local government;

o certification by the Chief Financial Officer (or equivalent) that the Eligible Costs as stated have been incurred by
the local government, are attributable to this Project, are correct, and are net of any provincial or federal tax re-
bate.

2) Project Cost Statement which must include the total amount of eligible costs, and the total amount of provincial and
federal contributions, if any; and the project cost statement must be sufficiently detailed to confirm that the project costs
are:

e actual expenditures (e.g. not commitments, forecasts or budget amounts) for the components identified as part of
the BSR application (e.g. separate cost for components of a project that may consist of work on the MRN, Ministry
roads, and local government roads);

o eligible for reimbursement under the BSR program;
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o netof any HST or provincial or federal tax rebate; and
o net of contributions made by provincial or federal governments or agencies.

3) All proof of costs (for cost items that exceed $10,000) expended by the project deadline, including invoices from con-
sultants, progress payments from contractors and accounting spreadsheets for internal work that show enough detail to
identify that costs are eligible under the program guidelines.

4) Photos of the completed project (“After” photo) to demonstrate the completed work.

5) For projects with added vehicle travel lane-km to the MRN, supporting information that clearly depicts the location of
new/revised lanes is required. Such information can be any image or sketch with landmark reference points that show the
new lanes. Examples are PDF maps of recent aerial photos or spatial data with as-built lane configurations.

6) Request for Payment Checklist to ensure that the submission package meets all requirements set out by TransLink.

A request for payment will not be processed until itis completed to TransLink’s satisfaction. The Contribution Request form
and Request for Payment Checklist can be obtained by reaching out to TransLink staff (ipme@translink.ca)
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APPENDIX A - CHALLENGES AND TRANSIT PRIORITY STRATEGIES

CIFIC CHALLENGES
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APPENDIX B - “NEED” PRIORITY MAPS

Each segment of the bus network is assigned a grade based on measured travel times and passenger loads in the weekday
AM, midday and PM peak periods, and on weekend days. The data was compiled from fall 2021 operations.

This grade is a composite of:

o Transit vehicle travel time relative to a benchmark travel time. The benchmark reflects operations in light traffic,
plus the time it takes pulling out of the first stop and into the second stop. Larger differences between the meas-
ured times and benchmark times mean there is more delay per bus. This occurs where there is more congestion,
queuing and time waiting at traffic signals. [The benchmark time has been defined as the 20t percentile observa-
tion, to eliminate outlier data. This is compared to the median travel time.]

e Variability of travel time, the standard deviation of measured times compared to the mean. Higher ratios mean
that bus times are more random, usually due to factors present that only affect some buses and that might be miti-
gated. High values of variability often occur where buses experience lane blockages, uneven queuing by other
traffic, or encounter traffic signals with long cycle times.

e Person-hours of delay estimated as the per-bus delay (measured travel time in excess of the benchmark time),
multiplied by the passenger loads on buses in that segment of the route. The inclusion of passenger loads helps
highlight parts of the transit system where more people are affected by delays, which make them a higher priority.

The raw results of combining these values were normalized for distance, so in effect, the measurement is based on sec-
onds and passenger-seconds per 100m of bus network. This approach was used as most bus stops are within 400m,
but some on the highway are over 10km apart.

A combined score is calculated using these three metrics, for each bus stop and direction of travel, for each period (AM
peak, midday, PM peak, weekend). The application form reports back a composite score, which is the time-weighted
average of the four periods.

Thresholds are applied to rank the results from ‘A’ (faster travel time, less variability, minimal passenger delays) to ‘F’
(Higher travel times, high variability, high passenger delays). The grades help to characterize the bus network segments
into understandable groupings.

Locations graded ‘F’ demonstrate the poorest existing performance and therefore the greatest “need”, so these produce
the highest scores in the evaluation process. Across the bus network, the letter grade ‘F’ accounts for 3% to 5% of bus
stops [depending on the period] with the most speed and reliability issues,

The series of maps shows the bus stop segments across the region and within each sub-region, with the letter grade
reflecting their recent performance in terms of speed and reliability. These can be used to help focus the proposal of
applications to locations that will be higher priority. Individual scores for segments (0 to 100) are provided within the pro-
gram application form, as well as the same letter grades appearing on these maps.
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APPENDIX C - EVALUATION CRITERIA
These evaluation criteria apply to Study, Pilot Project and Capital Project Applications.

Need

This evaluation category applies to studies, to develop or design individual projects, or identify and prioritize groups of projects.

The need score will be based on the recent measured performance of buses serving the bus stops associated with the project.
This performance is reflected in the Priority Maps included in Appendix B.

The program application looks up these scores for each bus stop and combines the scores for stops within the project limits to
estimate a preliminary score for the application.

Because the range from F to D will contain the segments that would benefit most from transit priority, the numerical scoring was
set up to emphasize that range and help differentiate locations.

Numerical Range for Estimated

Need
90.0-100
65.0 - 89.9
40.0-64.9
25.0-39.9
15.0-24.9

0-14.9

>lmiojlom|m

Need - Maximum Theoretical Score = 100

Benefits
Benefit scores apply to pilot and capital projects, based on:

o the proposed measures,
o time periods in effect, and
o affected bus stops [the underlying need rating for each segment, in each time period)].

This replaces the previous scoring approach by combining the physical and time dimensions of the projects. Points will be as-
sessed to each project based on the types and quantities of transit priority measures implemented. Positive scores are assigned
for the addition of elements, while in cases where existing measures are being removed or replaced, negative scores are as-
signed for removal.

The following table shows the scores being awarded by the evaluation framework for each transit priority element.
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Transit Priority Measures
Base Score for
Elements
Category Transit Priority Measure Unit Added (per Notes
Peak Period)
Stop relocation # Stops 2
- Stop consolidation/removal # Stops 3
Bus Stop Location P P 3 3 adding stop, +3
New bus stops # Stops if removing
Stop lengthening # Stops 1
, Bus bulge # Stops 2
Bus Stop Design Boarding island # Stops 2
Bus bay Infill # Stops 1
Left-turn restriction # Restrictions 1
Intersection Controls Right-turn restriction # Restrictions 1
Bus exemption # Exemptions 2
New signal # Signals -2
New turn-signal/phase # Signals 2
Passive signal priority # Affected Signals 2
Signal Controls Active transit signal priority # Affected Signals 4
Queue Bypass Lane # of Locations 4
Queue Jump / Approach Lane # of Locations 2
Queue jump signal # Queue Jumps 2
Lane channeling/striping # Locations 2
GP Lane Length (per m) .01 2 per 200m
Turn radius improvements # Intersections 1
Roadway Design Left-turn (transit only) # Lanes/Pockets 3
Left-turn lane/pocket # Lanes/Pockets 2
Right turn (transit only) # Lanes/Pockets 3
Right-turn lane/pocket # Lanes/Pockets 2
HOV (High Occupancy Vehicle)
lane Length (per m) 0.015 *3 per 200m
BAT Lane Length (per m) 0.025 *5 per 200m
Transit Lanes Peak Hour bus lane Length (per m) 0.025 *5 per 200m
Dedicated bus lane - curbside Length (per m) 0.025 *5 per 200m
*7 per 200m (stop-
Dedicated bus lane - median Length (per m) 0.035 fo-stop)

Note: for the per meter items, the equivalent per 200m (a typical segment length) is indicated to provide an idea of relative effect.
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Scale Factors — Time Periods

AM and PM peak periods each account for 3 hours per weekday, five days a week. Midday periods account for 6 hours per
weekday. Busy times on weekends nominally extend at least 12 hours per day. Based on these assumptions, the duration ef-
fects of the measures are explained by this table. The X’ refers to the nominal score in the previous table for a transit priority
measure (or group of measures) implemented at a specific location. Scores are only accumulated for time periods the measure
is in effect. The two examples show how the time periods have a significant effect on scores.

Time Period AM PM MD Sat Sun Total
Score X X 2x 1.6x 5.6x
Example (Dedi- 5 5 10 8 28
cated Bus Lane)

Example (Peak Pe- 5 5 n/a n/a 10
riod Bus Lane)

This scale factor treats the twelve core hours of operations on weekday and weekend days equally. A measure in place at least
12 hours per day, 7 days a week, would be allocated 5.6 times the score of a measure that only applies in one weekday peak
period.

The dedicated bus lane achieves 28 points in the example, while the peaks-only lane receives 10.
Scale Factors — Potential Benefits in Each Time Period

This factor accounts for the existing conditions in each bus network segment, at each time of day. This helps account for varia-
tions in transit travel times and reliability, specific to each location. Time periods with greater passenger/bus delays and higher
travel time variability would be expected to achieve greater benefits. The metrics for this are essentially the same as the “need”
calculation for studies; however, in this case the results are used one-by-one to estimate scores for each time period, for each
proposed measure.

As indicated here, the adjustments related to the potential benefits per time period include:
o Increased benefits are assessed progressively for D, E and F segments.

o (C segments are considered to be the “base” condition, with no up or down adjustment. The number of segments in A/B
and in D/E/F is approximately the same, so ‘C’ is the middle group of bus network segments.

o Decreased benefits are assumed for A and B segments, since there are fewer delays to be addressed. These locations
may nevertheless be part of an application to provide project continuity.

Rating Base Value A B c D E F

Score X 0.25X 0.5X X 1.5X 2X 4X
Example — Bus Lane (continued from above)

AM 5 7.5

PM 5 10

MD 10 10

Sat Sun 8 4

Total 28 315
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In the illustration, the effect of the mix of ‘D’ (AM), ‘E’(PM) ‘C’ (MD) and ‘B’ (Sat Sun) ratings increases the scores for certain
time periods and reduces others. Overall, the effect is a modest increase over the base scores, reflecting the greater than aver-
age delays in certain time periods.

Maximum theoretical score is being updated. Most projects would include up to one or two elements per category, so the realistic
maximum is expected to be around 100 points.
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APPENDIX D - MRN CAPACITY CHANGE FRAMEWORK - INTERIM

MRN capacity change guidelines are currently being developed and will apply to the 2024 program year. What is attached here
is the best information available at this time.

For the 2024 program year, municipalities are encouraged to reach out to the MRN team at the earliest possible oppor-
tunity to inform MRN team about proposed changes to the MRN. MRN team will work with municipal staff to confirm the
Terms of Reference (if for a Study), or the required information needed to be submitted to TL in order for TL to assess MRN im-
pacts and deciding on approval of the proposed changes (if for Pilot or Capital projects).
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APPENDIX E - TRUCK ROUTE NETWORK REVIEW PROCESS

See the following for a description of the TRN review criteria and process.
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APPENDIX F - SAMPLE PUNCH LIST

The table below represents a sample punch list for a capital project. The column on the right should be completed with expected
milestone dates.

Milestone Expected milestone date

50% Design drawings

Issued for Tender drawings

Construction start - Part A of project
Construction start - Part B of project
Construction completion — Part A of project
Construction completion — Part B of project
In-service date - Part A of project
In-service date - Part B of project
Monitoring period
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