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1.0 INTRODUCTION 

The purpose of this review is to provide technical support for existing community transit services 

within the Southern Gulf Islands, and in particular for those operating on Pender Island. This 

entails analysis and recommendations on the existing operations and potential alternate 

operating and governance structures of the Pender Island Community Bus.  

However, since transit is often delivered most effectively and efficiently when transportation 

options are considered holistically, this review also considers the broader context for 

transportation for people on Pender Island. While every community knows its own needs best, 

perspective on next steps for consideration by the local community is also provided. 

At the request of local project members, Appendix A also provides an overview of land use, 

transportation and transit governance in the Capital Regional District that can be used as a 

resource for explaining the existing governing jurisdictions to others who may assist in moving 

transit forward in the Southern Gulf Islands.  

1.1 BACKGROUND  

The Pender Island Community Bus (“Bussa Nova”) is a pilot 

project that has been operating in the community for 

approximately 2.5 years. Capital funding for the project was 

established through a successful application by the Moving 

Around Pender Alternative Transportation Society (MAP) to the 

Capital Regional District’s (CRD) Community Work Fund used 

to help purchase a 21-passenger bus and a smaller 10-

passenger bus, with operating funding to-date through a number 

of charitable and community sources and primary operation of 

the system through volunteer staff (the service’s Coordinator receives a stipend). The Community 

Bus also has a positive and synergistic relationship with the taxi operator on the Island, Pender 

Island Cab Company, with the two services sharing personnel and vehicles at times to meet 

demand. 

Service currently operates two days per week (Fridays and Saturdays) year-round with additional 

days of service available in the summer. Scheduled service and routes focus on connecting to 

ferry trips at Otter Bay as well as other major community resources and population centres. 

The key issue currently facing the service is determining how it might successfully transition to a 

service model that is more sustainable over the long term. This includes decreasing reliance on 

volunteer staff, as well as identifying operating funding sources and/or revenue streams that are 

longer term and on-going. There is also an opportunity to support local CRD and MAP staff, 

members and decision makers by providing perspective on future infrastructure and vehicle 

requirements and opportunities. Issues and opportunities identified for Pender Island with 

respect to determining a more sustainable service model (and any governance or funding 

considerations) may also have application on the other main Southern Gulf Islands (Galiano, 

Mayne and Saturna), which each have community bus services. 
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1.2 METHODOLOGY  

The findings in this report are based on the following sources and activities. 

Method Date Activities / Sources 

Data collection 

& analysis 

October, 2018  Relevant Pender Island Community Bus staffing and background

information.

 Available electronic and printed customer information materials.

Interviews October, 2018  Interviews conducted with:

o MAP staff

o Taxi Company staff

Site visit October, 2018  Riding the in-service Pender Island Community Bus and observing its

key stops.

 Visiting the Transit operating facility location at Pender Island.

 Informal conversations with Pender Island Community Bus drivers,

passengers and CRD staff

Follow Up 

Research 

October – 

November 

2018 

 Follow up online research and interviews and correspondence with

Passenger Transportation Board, Ministry of Transportation and

Infrastructure and Vancouver Island University staff.

Figure 1: Engaging with local stakeholders (MAP staff, volunteers, CRD staff, Pender Island Cab Co.) at the Pender 
Island Community Hall (top) and the Pender Island Community Resource Centre office (bottom). 
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2.0 OPERATIONAL REVIEW 

This section describes the existing community transit service as it was observed and through 

conversations with MAP staff. 

VEHICLES 

At the time of the site visit, MAP owned two diesel-fueled buses. The main bus (Community Bus 

– Ford E450 2008 Diesel) that has capacity for 21 passengers and an auxiliary bus, with

capacity for 10 passengers, used to supplement the fleet whenever the Community Bus is 

unavailable. At that time, MAP was about to sell the auxiliary bus due to operating costs (e.g., 

insurance, maintenance, etc.) that made it not feasible to maintain it. Additionally, MAP 

volunteers mentioned that there is an alternative to rent a bus from Pender Island Cab 

Company. 

Figure 2: The bus is equipped with a live tracker and mobile application that counts pickup and drop off locations, as 
well as number of passengers 
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VEHICLE STORAGE 

The Community Bus is stored outdoors at the CRD 

Parks and Recreation property, located in the Magic 

Lake area. The property has power but no water 

access. While the location is not ideal from a facility 

perspective (when backing up, the vehicles are 

somewhat constrained and can only exit the property 

in one direction onto Ketch Road), its proximity to the 

start and end of trips at the intersection of 

Buccaneers Road at Schooner Way enables it to 

serve the relatively dense population area of Magic 

Lake Estates very effectively. 

MAINTENANCE 

The Community Bus is maintained at the Driftwood Auto, where there is an accredited mechanic 

capable of repairing the bus and conducting safety inspections. 

VEHICLE CLEANING & FUELING 

The Community Bus is fueled with diesel at the Driftwood Auto. One of the volunteers is 

currently responsible for cleaning the vehicles. The volunteer is responsible for bringing water 

as there is no water supply. 

FARE COLLECTION & REVENUE HANDLING 

The existing fare collection system for Pender Island’s 

Community Bus is by donation, with a suggested donation 

of $2. There is a sign next to fare box that indicates the 

suggested donation. Passengers are not required to 

provide compensation for their ride. No tickets or proof of 

payment is provided to the passengers. Revenues are 

counted by the Society’s Treasurer. The farebox is only 

emptied on a period basis, which means that money is left 

onboard the bus when it is parked at night. 

EXISTING CUSTOMERS 

Based on conversations with MAP staff, customers of the 

existing Community Bus service are primarily young 

children and families. As an estimate, ages tend to 

fluctuate by season, with a range of 13 – 50 year old clientele in the winter, and 40 – 60 year old 

customer base in the summer. The difference in the summer age group is due to visitor use of 

the bus. 

Figure 3: The donation box 
located at the entrance of the bus 

a
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CUSTOMER INFORMATION AND OUTREACH 

Information about the Community Bus and the schedule are available on the Pender Bus 

website, the Pender Island Community Bus Facebook group, The Pender Post newsletter (once 

a month), and brochures that MAP has created and which are distributed in various places on 

the island and at the Pender Island Otter Bay ferry terminal. 

ADMINISTRATION 

The day-to-day administration of the Community Bus is primarily undertaken by volunteers. 

There are some positions appointed to specific individuals, such as treasurer, social media 

coordinator and the bus coordinator. 

SCHEDULE 

The Community Bus operates on Fridays and Saturdays (two days per week), with additional 

service in the summer operating on Thursdays and Sundays reaching a maximum of four days 

per week. 

3.0 OPPORTUNITIES AND OPTIONS 

This section outlines possible improvements that could be considered by MAP and the overall 

Pender community to improve existing operation of the service, as well as potentially help 

transition it to a more sustainable longer-term operation. These suggestions are organized by 

topic, and as such there are ideas presented here that range from things that are easier to do 

(such as posting a PDF of the full Community Bus brochure on the website) to actions that are 

crucial to the long term path of the service but which will require further community 

conversations. 

The section after this (Section 4.0 Recommended Next Steps) takes these suggestions and 

tries to provide guidance on a logical priority order for actions / decisions. 

While these sections are framed as opportunities, we also want to recognize that what MAP 

and its partners have already achieved with the Pender Island Community Bus is 

impressive and those that play a role in it should be proud of where it stands today. Our 

team has reviewed dozens of transit operations and generally we found this one very well 

organized and well run, which is all the more notable since the service currently exists primarily 

through the work of volunteers. In particular, some the existing positive aspect that we want to 

recognize because they meet best practices or also exceed what we have seen in other 

communities include: 

 Bus cleanliness and general sense of orderliness on vehicles.

 Schedule and mapping that offered good consistency and were easy to use.

 Consistency of signage at major locations.

 Driving staff awareness of safety procedures and adherence to schedule.

 Real time information on bus position (an extremely rare amenity in a system of this

size).
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 Monitoring and reporting, particularly ongoing ridership tracking and the end of year

summary of the bus operation.

Therefore, it should be understood that the following suggestions build on this foundation and 

offer ideas for further improvement. 

SERVICE, SCHEDULE AND RIDERSHIP MARKETS 

Through conversations with MAP members and local stakeholders, various ridership 

opportunities surfaced that the Community Bus could potentially explore in order to become 

more self-sustained. These identified ridership markets include the following: 

 Transporting seniors for programs (similar to the Health Society’s existing contribution

towards transportation to the Friday community lunch).

 Transportation vehicle for special events (e.g., weddings).1

 Organized group trips / outings.

 Route to connect with water taxi at docks at Port Browning and/or Poet’s Cove.

 Further service and promotion to the marinas and anchorage areas around the island to

connect arriving boaters to Driftwood Centre, particularly during the summer.

 Reschedule or use a more demand-responsive style of service to capture the dispersed

population on the island more effectively; this may also include more formally integrating

or coordinating with the Pender Island Cab Company.

 Improved connection for commuters and other “day trip” travelers at peak times.

 Improved or reinstated partnerships with major guest accommodations on the island,

such as transportation of staff and guests to/from The Woods, Poet’s Cove, etc.

 Logistics movement (e.g., Deliver groceries, parcels, recycling bags, etc.)

The Community Bus team has already been working to hone the existing schedule and route to 

serve key destinations and align with the ferry schedule. However, most people interviewed 

agreed that it is difficult to build ridership when service is only operating two days per week. 

Building frequency and ridership are a “chicken and egg” situation but nevertheless consistency 

in a transit system is one of the key predictors of ridership. 

Another constraint to building these markets—particularly those related to on demand services 

and group trips—is the wording used in the existing license that the Pender Island Community 

Bus has with the Passenger Transportation Board (PTB) in which it said that it would not 

engage in passenger directed transportation. See Section 3.1 Further Research Undertaken for 

further information and details received from the PTB related to licensing. 

When looking at community bus and transit service operations that are successfully operating 

on other Gulf Islands (Salt Spring, Gabriola, Texada and some of the other Southern Gulf 

Islands), there are some specific ridership markets that underpin their success: 

1 The Pender Island Community Bus has an agreement with Pender Island Cab Co that the taxi company gets the 
first opportunity on weddings and other commercial charters. 
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1. Alignment of service with ferries for same day return travel, particularly at commuter

times and for Saturday market visitors (Salt Spring and Gabriola). While their overall

population and proximity to other major centres also supports the success of their

ridership from these sources, so too does the constrained public parking at their ferry

terminals and the closeness of the transit stop to the ferry dock.

2. Service geared to visitors arriving at marinas (particularly Gabriola) or campground

visitors arriving by bicycle or large recreational vehicle (particularly Salt Spring).

3. Special outings on the island, such as events and community hikes on Gabriola

specifically coordinated and promoted on its bus.

4. Group travel off island. For instance, the Texada Island service consists of a round trip

once per week into neighbouring Powell River, with ferry fare included as bus fare for

those trips. These trips are primarily used by Texada seniors who view them as much

as a social occasion as an opportunity to access off-island appointments, shopping and

services. This option, of course, has local economic development tradeoffs that need to

be considered. However, the social nature of these outings, particularly if done on an

infrequent “once a month” basis, could potentially act as a key way to build use of the

bus on island if this option was applied to Pender.

5. Group trips for weddings, etc. organized through the transit service (such as on Mayne)

These ridership sources are likely some of the key ones that could be explored on Pender, but 

they may also require structural, licensing and operating cost changes to implement. 

 Enhancing the commuter/same day return ridership market would require offering a consistent 

morning and evening return loop Monday to Friday (and perhaps Saturday), which would 

require a further 12 hours of operation Monday to Thursday (i.e. roughly three hours per day) 

which may not be feasible given current volunteers and funding. Building a daily commuter 

market could also be difficult given the amount of free parking near the Otter Bay ferry terminal 

and lack of current alignment with the Victoria Regional Transit System schedules when the 

ferry from Pender arrives at Swartz Bay. One interim idea that might merit exploration is the 

ability to use a hybrid of existing Volunteer Driver Network and VanPool models. For instance, if 

there were 1-3 Pender Island residents who are already commuting off island Monday to 

Thursday who would be willing to come under the larger Community Bus organizational 

umbrella to offer an on-island loop (which potentially could also continue into Victoria until the 

reverse later in the day).  

In terms of building ridership amongst the ridership market that most community members 

thought could be best served by the Pender Island Community Bus (i.e. seniors), communities 

that have had the most success with building transit ridership among seniors have focused on 

the bus more as a social event rather than transportation. They have also often offered the 

ability to deviate off-route to get closer to destinations or better serve those with less mobility. 

(Mission’s 39 Shopper Shuttle is a good example of this2). 

2 https://www.bctransit.com/central-fraser-valley/schedules-and-maps/route-overview?route=39 

https://www.bctransit.com/central-fraser-valley/schedules-and-maps/route-overview?route=39
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In addition to ridership markets and schedules, there is also an opportunity to consider the 

service model used. Currently, the Community Bus is running as a fixed-route, fixed-schedule 

service, which means the bus operates based on a schedule set by the transit operator and 

does not deviate off-route (for instance to pick up people who cannot walk to the main road or 

who live in areas of the island not currently served by transit). An alternative to that model is a 

demand-responsive service, meaning that the bus only operates where there is demand from 

passengers, or a number of hybrid models. For instance, it may be possible for the bus to follow 

a route but deviate for specific trips for passengers. In another model, trips could be clustered 

using “trip windows,” where passengers could book trips during specific times (for example, 

between 6:30am and 7:30am to access a particular ferry) and the dispatcher would coordinate 

service to a specific point during that time frame and give them an estimated arrival time. See 

Section 3.1 Further Research Undertaken for more information on Passenger Transportation 

Board guidelines. 

INFRASTRUCTURE 

The following areas have been identified for improvement as the current status quo is not 

optimal. 

 Access to BC Ferries Otter Bay Terminal

While for most of the year the transit bus goes to the bottom of the hill at the Otter Bay

terminal to provide direct access for

passengers walking on and off the ferry, it

stays at the top of the hill during the busy

summer months when potential ridership

may be at its highest. Drivers and

stakeholders suggested that there should

be a solution to Community Bus being able

to access the bottom of the Otter Bay

terminal year round without causing any

issues to drivers and BC Ferries staff.

From a level of service standpoint, it is

important to provide access to people of all

ages and abilities to the Community Bus.

Seniors and people with disabilities may be

unable to reach the bus stop at the top of

the hill. Positioning the bus at the bottom of

the hill also would also make it more visible

to residents and prospective users and

help provide the consistency of approach 

that is one of the key drivers of ridership.  

Figure 4: Photo walking up the hill, the bus stop
is not visible from this point
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 Access to Port Browning + Water Taxis 

There was discussion about a potential connection of Pender Island to Sidney by water 

taxis. In that case, the Community Bus would highly benefit by providing access from the 

water taxi dock to the rest of the island. One suggested location given its proximity to 

existing services and residential areas is the private dock at Port Browning Marina, 

assuming that an arrangement could be made with the marina. However, as MAP staff 

highlighted, bus access to Port Browning is not optimal since currently vehicles cannot 

easily turnaround but need to do a three-point turn. Enhancing the turnaround and 

passenger amenities here (such as signage, seating and shelter) could also help transit 

capture ridership from visitors arriving by boat to the marina. The public CRD docks on 

the island are at Port Browning Harbour (but at the end of Razor Point Road on the north 

side of the harbour, across the bay from the private marina), at Port Washington, and 

Hope Bay. 

 

 Vehicle Storage Facility 

The existing facility is owned by CRD Parks and Recreation, which currently charges 

$100 per month. An alternate site to store the vehicle could be found, with lower or no 

fees and better level of service (e.g., access to water, indoor storage, etc.) 

 

FARES AND REVENUE 

Acknowledging that funding is finite, the Community Bus needs to find streams of revenue that 

are steady in the long term to be economically viable. Beyond further exploring advertising 

revenue, fundraisers, and grants, some options to consider are: 

 

 Ticket Sales / Cash Fares 

One option to address identifying revenue streams would be the transition from a by-

donation fare to a more structured system where passengers would be required to pay a 

standard fee to use the Community Bus. Research undertaken with the Passenger 

   

Figure 5: Drop-off location close to the BC Ferries Terminal (left), Area where the bus has to do a U-turn to go (right) 
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Transportation Board indicates that this is an option for the Pender Island Community 

Bus (see Section 3.1). 

 

 Monthly Pass or a Monthly Subscription to the Community Bus 

Another option would be to offer monthly passes to passengers; however, this option 

becomes more relevant when the bus operates on more days per week. Given the size 

of the community and operation, a monthly subscription amount—such as that used by 

charities to collect donations online which become perpetual monthly deductions—may 

be a way to obtaining ongoing resident support of the service. For instance, monthly 

donation of certain thresholds or higher could entitle unlimited use of the bus for an 

individual or a family. 

 

 Co-op membership 

A slightly different approach would be to create the Community Bus as a co-operative 

organization and require a one-time cost, in order to become member of the co-op. As 

this Community Bus represents and is part of the local community (i.e., Pender Island) it 

would be meaningful to allow the local residents to become members of a co-op 

business that is meant to benefit the local community (see Section 3.1). 

 

 Formal funding through taxation 

The most typical funding sources for transit systems are fares (which in a smaller system 

may range to cover 10%-30% of operating costs), advertising (which usually covers <2% 

of costs) and taxation. Property taxes are the most commonly used taxation funding 

mechanism. However, creating the CRD service function and budget for this would 

require formal approval through referendum or alternative approval process. Residents 

may not be supportive of this. Funding transit through property taxes may be more 

successfully achieved if considered across the four main Southern Gulf Islands and 

aligned with a proposal for water taxi service. 

 

Motor fuel tax is used in some Canadian jurisdictions to fund transit but in B.C. it is 

confined to only the Victoria Regional Transit System and Metro Vancouver. 

Implementing a motor fuel tax requires provincial legislation and it is currently unlikely 

that it will be extended to other B.C. areas at this time. 

 

The Whistler Transit System uses a portion of its hotel tax to fund three free routes. 

Similar to property tax, this option may not be supported locally. However, potentially a 

partnership to operate service on behalf accommodation providers might be a local 

variation on this solution. 

 

 Revenue security and fare handling 

While there have been no issues to-date on the Pender service, other transit systems in 

B.C. have experienced revenue loss and vehicle vandalism by storing fares in the 
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farebox overnight onboard vehicles. Likewise, it is best practice to have two people 

present when fareboxes are emptied and counted. As the service develops, it would be 

useful to consider evolving the current fare handling procedures used by the Pender 

Community Bus service to be in line with these best practices. 

 

CUSTOMER INFORMATION AND OUTREACH 

Customer information and outreach mechanisms are one area that was identified to have 

potential for improvement. Some areas for improvement brought up by stakeholders and 

identified by the team are the following: 

 

 Sandwich board at the BC Ferries Terminal 

Multiple ideas were identified for signage to inform BC Ferries passengers of the 

operation of a Community Bus on Pender Island. Since the Bus currently does not have 

a stop or sign at the bottom of the hill where the ferry drops passengers off, it is 

impossible for pedestrian passengers to be aware that there is a bus at the top of the 

hill. Currently, BC Ferries staff informs passengers when arriving at the island that there 

is a Community Bus and brochures are available at the terminal on Pender Island. More 

and improved signage is necessary to validate the presence of the Community Bus and 

inform passengers regarding bus schedule. 

 

 Minor suggestions for the existing brochure and its placement 

As noted previously, the existing map and schedule for service is quite well done. Some 

minor further suggestions are as follows: 

o Use a letter for the timing point locations shown on the printed map (as is shown 

on the online version of the map) and also use those same letters in the location 

headers above the schedule to make it easier to reference between the two. 

o Consider separating the Browning and Driftwood Centre timing points and also 

creating separate arrive and leave columns for the Ferry Terminal. Doing so 

would enable headers to be placed at the top of the schedule that would show 

the destinations/direction of travel and would better enable new users to orient 

themselves to the service: From Magic Lake and Driftwood Centre To Ferry; 

From Ferry To Driftwood Centre and Magic Lake. 

o Consider adding a few more road names to the printed map. Where possible, the 

general standard used for transit maps is to label any road travelled by a route. 

o Consider adding other landmarks and potential sources of ridership, such as 

Prior Centennial Campground. (These don’t necessarily need a timing point but 

their location can be indicated). 

o Post the full brochure as a PDF on the website. Right now, only the schedule is 

available as a printable PDF but having the map print out at the same time is also 

useful. Having the full brochure online makes it easy for anyone to download and 

print the brochure at home. 
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o Likewise, consider also creating a PDF of a printable version of the map and 

schedule so that is formatted as a single-sided poster. For instance, GERTIE on 

Gabriola does this and it means that residents, businesses and accommodation 

providers can print it out and place it on bulletin boards, fridges, etc.  

 

 Schedule information at flag signs 

Consideration should be given to providing information 

about the bus schedule at any existing poles (e.g., bus 

stop pole) along the bus route3 and also potentially at 

Car Stop poles.4 

 

 Integrate outreach approach 

Currently the service has a number of different sources of information: website, 

Facebook group, printed brochure, etc. Consolidating these would be helpful. 

 

 Build awareness for visitors prior to arrival at Pender Island  

Visitors that are planning to travel to Pender should be aware that the Community Bus 

operates prior to arriving on the island in order to plan accordingly. An option would be to 

provide informational brochures of the bus off island, as well as ideally via online 

sources. Opportunities to encourage accommodation providers to directly link to the 

Community Bus webpage could be explored, as well as perhaps an online post to a 

location like the Pender Island Forum (with the schedule pdf attached) asking for 

residents to “Print, Link and Promote Your Bus.” 

 

FUTURE OPERATING MODEL 

Besides sustainable longer term funding, the other large issue facing the Community Bus 

service is its longer term operating model. Currently MAP is the operator and administrator of 

the Community Bus. However, through discussions with MAP staff, there was a desire 

expressed for a more formalized organization to take over the Community Bus operation.  

 

One of the options discussed included shifting operation of the service to a private organization 

or a hybrid business structure, namely a Community Contribution Company. Since there are 

already existing synergies with the Pender Island Cab Company, that organization could be a 

candidate for the private model, especially since it would consolidate transportation resources in 

the community and perhaps make them more viable. This could be either through a Community 

Contribution Company or by potentially transferring operation of some or all elements of the 

service to the taxi operator, such as purchasing service or trading use of capital assets (i.e. 

vehicles) in return for service provision or administrative functions.  

 

                                                
3 Photo Credit: CBC https://www.cbc.ca/news/canada/british-columbia/bigger-buses-coming-to-meet-the-demand-on-highway-of-
tears-1.4369509 
4 Photo Credit: The Pender Island Guide https://penderisland.info/pender-island-car-stop-map/  

https://www.cbc.ca/news/canada/british-columbia/bigger-buses-coming-to-meet-the-demand-on-highway-of-tears-1.4369509
https://www.cbc.ca/news/canada/british-columbia/bigger-buses-coming-to-meet-the-demand-on-highway-of-tears-1.4369509
https://penderisland.info/pender-island-car-stop-map/
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Another operating model option would be to integrate the operation of the bus into another 

Pender-based society that also handles staff and capital assets. Some potential options are the 

Southern Gulf Islands Community Resource Centre, Pender Island Community Hall Association, 

and the Pender Islands Lions Club. Amalgamating with a society would better enable the transit 

system to share staff (such as a coordinator/dispatcher) and functions (treasurer, payroll, 

cleaning, etc.). Retaining its status as a non-profit may also better enable the service to retain 

its grant and donation funding streams.  

 

A final option would be to consolidate administrative functions with one of the other Southern 

Gulf Island community bus organizations. 

 

3.1 FURTHER RESEARCH UNDERTAKEN 

This section describes further research undertaken since the site visit and initial creation of 

suggestions and ideas. Some of these points also include items that could be considered for 

further follow up as part of the larger collection of Southern Gulf Islands community bus 

services. 

 

WEBSITE 

Pender Island Community Bus has its own website with a variety of information available, most 

importantly the schedule and a live tracker of the bus. In addition, the Southern Gulf Islands 

website has a dedicated page regarding transportation on and around the islands. Ideally, the 

SGI’s webpage should be redesigned in a way that is more user-friendly and easier to be 

directed to the transit options provided on each island. All visitor sites and community sites on 

each of the Islands should then go to this page. 

 

PASSENGER TRANSPORTATION BOARD 

As per the Passenger Transportation Act (Section 23)5, a commercial passenger vehicle is not 

allowed to be equipped with a meter or a top light. Based on research and further follow up with 

Passenger Transportation Board (PTB) staff, our team confirmed that a commercial passenger 

vehicle is allowed to operate based on the license it receives. PTB staff provided the following 

information with respect to general licensing procedures and limitations and the specific case of 

the Pender Island Community Bus’ existing license: 

 

Licence: 

 A registered not for profit society can be excluded from the requirement to have a 

Passenger Transportation (PT) license. However, this is not the case if the only purpose 

of your society is related to transportation, as it is with Moving Around Pender. 

 A for-profit organization or commercial vehicle owner requires a PT licence. 

 Additional entities can operate the Community Bus but they are required to apply for a 

PT licence. Whomever operates the transportation service would require a PT licence, 

with the exception stated above. 

                                                
5 Available online at BC Laws 

http://penderbus.org/
https://www.sustainableislands.ca/transportation
http://www.bclaws.ca/EPLibraries/bclaws_new/document/ID/freeside/00_04039_01#division_d2e2246
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 There are two types of licences and it is possible for an organization to have and operate 

with both type of licences at the same time:  

o General Licence and;  

o Special Commercial Licence. 

 If an organization outlines in its license that it will operate on fixed schedule and route—

as is the case with the existing Pender Island Community Bus license—then it is bound 

to offering only that type of service. 

 Based on review of the licence by a PTB inspector, MAP can provide additional service 

and deviate from the fixed schedule and route service, as long as MAP submits this 

information to PTB to ensure that the new service meets the terms and conditions of 

licence. 

 

What this means for Pender Island Community Bus:  

 If a not for profit association that did not have passenger transportation as its primary 

purpose was to take over the Community Bus, then a PT licence would not be required.  

 If MAP was to sub-contract some of the service to be operated by a private firm (e.g., 

Pender Island Cab Co.) or any other organization, the private firm / organization would 

be required to apply for a PT licence, with the exception stated above.  

 MAP can apply to PTB to provide additional service and make amendments to the 

existing type of transit service. 

 

Fares 

 There is no restriction on fares if the service falls under a General License. 

 If you have a Special Commercial Licence, the Passenger Transportation Board 

determines the fare. 

 

What this means for Pender Island Community Bus: 

 The Community Bus can charge a fare. This would help to cover operating costs. 

 

Drivers 

 The conditions and procedures outlined above for licenses and fares apply regardless of 

whether the drivers are getting paid or if they are volunteers as long as the nature of the 

service is not for profit. 

 

What this means for Pender Island Community Bus: 

 The Community Bus has the option to provide any form of payment (e.g., stipend, salary, 

etc.) to its bus drivers without impacting its license. 
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CO-OP STRUCTURE 

Co-operative options for bus service is not common in Canada, however there are places 

around the world that have co-op bus companies. 

 Israel 

The largest bus company in Israel is a co-operative called 

Egged. They operate 48% of the country’s public 

transportation lines. 

 

 Ecuador 

A bus co-operative provides service for over 30 years in 

Ecuador connecting communities in remote areas with 

cities. The co-operative is called Cooperativa de 

Transporte de Pasajeros 16 de Agosto. 

 

 Italy 

In Sorrento, the co-operative Cooperativa Tasso, has run 

small electric busses to accommodate tourist demand for 

over 35 years. 

 

MINISTRY OF TRANSPORTATION AND INFRASTRUCTURE (MOTI) FUNDING 

As part of the Highway 16 Transportation Action Plan, MoTI has established community vehicle 

grants for small rural communities that were below BC Transit’s threshold to be serviced. 

Currently, the Community Transportation Grant Program supports 12 communities along the 

Highway 16 corridor. The program funds the purchase of vehicles and their operation over three 

years on a cost-shared basis. Follow up with MoTI staff determined that this program will likely 

be evaluated in the coming year. At this point there is no indication that this funding model will 

be extended to other small communities. However, it would do no harm and could potentially be 

beneficial for the community to send a letter to the Ministry to raise awareness towards the fact 

that the Community Bus service would benefit substantially from a provincial grant to help the 

service become sustainable and an economically viable option for Pender Island (and/or this 

letter could be sent from the perspective of the Southern Gulf Islands). 

 

MULTIMEDIA PROMOTION 

The Community Bus could consider collaborating with various community stakeholders in 

creating a video to promote the bus operation on Pender Island. As an example, Gulf Islands 

School District could launch an initiative for students to create videos, posters, or other 

multimedia materials to promote the Community Bus as well as the phenomenal transportation 

coordination that is carried out as part of the Tour des Iles.6  

 
  

                                                
6 Similarly, North Vancouver School District launched a similar initiative for Safe & Active School Travel. Videos can be found at this 
SD44’s website 

Figure 6: In the 1970s, taxi drivers in 
Sorrento set up a bus co-operative to 

address the need for small public 
transport vehicles in the city. 

https://www.sd44.ca/ProgramsServices/SafeCaringSchools/ActiveandSafeRoutestoSchool/sastp/Pages/default.aspx
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4.0 RECOMMENDED NEXT STEPS 

Beyond the many smaller suggestions for improvement, there are much larger issues and 

questions facing the Community Bus service, such as its operating structure, funding future and 

even core market to serve. This section provides thoughts on a logical priority order for actions / 

decisions that MAP may wish to pursue. Ultimately, MAP members and the community are the 

source for direction for the system. However, the intent of this section is to provide perspective 

from a third party in terms of questions to ask and answer that may help provide more clarity to 

the transit system’s purpose and therefore its future.  

 

Some of the areas we observed in our review where improved clarity would be helpful include 

the longer term organization for the system, the priority markets for transit to serve, the relation 

with the taxi operator, the level of grass roots support in the larger community and infrastructure. 

The following is a suggested list of priority actions to step through these topics and determine 

direction. 

 

4.1 PRIORITIZED LIST OF ACTIONS 

1) Identify / determine future organizational structure for the Community Bus 

service, including relation to the Island’s taxi company.  

Moving forward and as the foundation for determining the longer term funding structure 

for the system it would be helpful to first define who will take over and continue the bus 

service. Different priorities will emerge depending on whether another non-profit society 

acts as the umbrella for the service and/or if the role of Pender Island Cabs in relation to 

the service becomes more formalized (such as operating some service or assisting with 

administrative functions). These priorities may be different than those set by MAP. 

 

 Key next steps and questions to address: 

o Determine the potential future relationship of Pender Island Cab Co. to the 

service. This includes what that relationship might look like if the community bus 

sought to expand its revenue by offering an element of on-demand or deviated 

service or reconsidering its policy around group trips. It might also consider what 

it would look like if a portion of service or administrative function was handled by 

the taxi company through a partnership, use of vehicles, etc. 

o Evaluate if a co-operative structure model or a Community Contribution 

Corporation could be feasible. 

o Identify if there is interest from other non-profit society, including potential 

alignment with another Southern Gulf Island community bus organization. 

o Determine if continuing under the MAP umbrella is actually the preferred 

approach, and if so, how organizational structure should adapt to support it. 
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2) Engage with the local community and key stakeholders to evaluate the needs, 

opportunities, and limitations. 

Currently there seems to be many desired ridership markets for the Pender Island 

Community Bus, and in some cases those desired target markets (seniors) differ from 

the demographics of actual riders (youth and families). It is crucial for the bus service to 

continue to engage with key stakeholders and the larger community to understand 

where the Community Bus really fits and leverage any potential opportunities that exist.7  

 

Key next steps and questions to address: 

o Confirm that further engagement is of use to MAP and how it might fit with any 

other community engagement or events taking place in the community. 

o Potentially seek assistance with engagement design and support, such as 

through partnership with students and programs at Vancouver Island University. 

o Consider opportunities to engage and hear from people through techniques that 

encourage conversation rather than via online or print survey. For instance, this 

could include a staffed table with interactive open house boards (post its, sticky 

dot voting) at the Farmers’ Market or outside Tru Value Foods or an in-person 

intercept survey conducted in the Otter Bay ferry line up or on the ferry.8 

  

3) Specify the transit system’s service priorities. 

Based on the organizational structure and the feedback received from engagement, the 

bus service should adjust its service design priorities accordingly. 

 

Key next steps and questions to address: 

o We heard from MAP members that if they could provide 4.5 hours of service per 

day (commuting hours) the ridership would increase. Verify that through 

feedback from engagement. 

o Decide whether the Community Bus would provide daily service or remain in a 

two-days per week service. 

o Determine what the suite of service types the Community Bus might provide 

(fixed route, demand responsive, deviated service flex route, etc.) and seek 

adjustments to its licensing through PTB if necessary based on outcomes of 

items 1 and 3. 

  

                                                
7 The one caveat to this is that the engagement questions need to be carefully designed in order to be useful and not 

reflect a too-optimistic view of how likely people might use the bus. Questions should focus on asking people to 
prioritize potential service offerings and providing an indication of their main travel patterns and what it would take for 
them to use transit. 
8 The Sunshine Coast Transit Future Plan included intercept surveys conducted on the Langdale ferry and so there is 
precedence for this on BC Ferries. 
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4) Prioritize infrastructure improvements over new vehicles. 

It became apparent from discussions with MAP members that there is a desire to 

acquire an electric bus to run the service. However, through our site visit we observed 

that there is a lack of infrastructure to securely store the bus and maintain it. Similarly, as 

the biggest natural source of transit ridership on any island is most often the ferry 

terminal, the lack of a safe and directly adjacent transit stop at the Otter Bay terminal is 

another key infrastructure gap. Improving the vehicle turnaround at Port Browning would 

also be helpful. Since capital funding in a transit system is always easier to acquire than 

operating funding, there is also a risk that a new vehicle may be acquired without the 

funds to sustainably operate it. 

 

This does not necessarily mean stop dreaming big. The most secure operating funding 

of all for transit is through property taxation, and a comprehensive package of 

sustainable mobility improvements in the Southern Gulf Islands (trail network, transit and 

potentially connecting water taxi) may be the best route to gaining public support for this. 

Likewise, if a funding instrument or grant were available that coupled electric vehicles 

with contribution towards their operation, that would also be useful to pursue. However, 

both of these ideas are much more complex and longer term plays that can perhaps run 

as counterpoint to items 1-3 above but which should not distract from working on those 

priorities. 

 

It also means that if capital funding is available, in the shorter term it is likely wiser to use 

it for infrastructure improvements rather than vehicles. 

 

Key next steps and questions to address: 

o Work with key stakeholders (e.g., CRD) to identify a secure and inexpensive 

location to store the vehicle that will have all the amenities needed for basic 

maintenance of the bus (e.g., running water, indoor storage, drivers’ 

washrooms). 

o Work with BC Ferries and Port Browning to identify improvements that could be 

made to transit passenger waiting facilities and vehicle turnarounds/stops that 

prioritize transit passenger access to ferry docks. 

o Implement these infrastructure improvements as capital funding becomes 

available. 
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APPENDIX A – OVERVIEW OF GOVERNANCE STRUCTURES RELATED TO THE 

SOUTHERN GULF ISLANDS 

1.0 INTRODUCTION 

This memo documents the existing government jurisdictions for the Southern Gulf Islands and 

the available options for a transit service governance framework, as well as the provision of 

transit services. The Southern Gulf Islands (SGI) referred to in this memo are: North and South 

Pender Islands, Galiano Island, Saturna Island, Mayne Island.  

 

 
Figure 7: Location of Southern Gulf Islands9 

 
 

2.0 GOVERNANCE FRAMEWORK  

Southern Gulf Islands 

The Southern Gulf Islands are part of the Islands Trust, established in 1974 through the B.C. 

Islands Trust Act to govern and protect all of the islands in the Salish Sea. At the local level, 

much of the work of the Islands Trust is carried out by Local Trust Committees, a special-

purpose form of local government, given authority for land use planning and regulation under 

the BC Local Government Act for the purpose of carrying out the Islands Trust's objectives.  

 

Local Trust Committees for each of the SGI islands develop and adopt Official Community 

Plans and land use bylaws to carry out the policies expressed in the Islands Trust Policy 

Statement. The Local Trust Committee for each island performs development management, 

community land use planning, public awareness and education, and conducts various studies to 

support the Official Community Plan for each island, which is approved by the Islands Trust 

                                                
9 Image courtesy of BCTransit “Southern Gulf Islands Service Discussion Document” 2014 

http://www.islandstrust.bc.ca/trust-council/islands-trust-act/
http://www.islandstrust.bc.ca/trust-council/islands-trust-act/related-legislation/
http://www.islandstrust.bc.ca/trust-council/governance/policy-statement/
http://www.islandstrust.bc.ca/trust-council/governance/policy-statement/
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Council. As such, because the effectiveness of 

transit is driven by land use, development 

decisions made by the Local Trust 

Committees and Islands Trust is a key factor 

in the long term viability of transit on the SGI. 

The figure at right illustrates the relationship of 

the individual islands Local Trust Committee to 

the Islands Trust Council. 

 

Roads are exclusively managed and 

maintained by the Ministry of Transportation 

and Infrastructure. Subdivision approval is 

also performed by MoTI.  

 

The SGI are also an unincorporated rural 

Electoral Area under the jurisdiction of the 

Capital Regional District (CRD). The CRD 

performs various local government functions 

for these islands. Residents for this SGI EA 

are represented at the CRD Regional Board 

by a Director elected for a four-year term. The functions performed by the CRD are supported 

by an advisory Committee structure so that each island or the group of islands may have 

appointed representatives on one or more of the following committees: 

 Parks and Recreation (including trails) 

 Waste & Recycling 

 Building Inspection 

 Water 

 Bylaw Enforcement (except Land Use) 

 Small Craft Harbours 

 Library 

 Ferry Advisory 

 Fire Protection 

 

It is worth noting that Salt Spring Island, while part of both the Islands Trust and the CRD, is a 

separate Electoral Area, and it has similar committees to the SGI for the various local 

government functions provided by the CRD. Additionally, Salt Spring Island has a transit service 

which is governed through the CRD. The Salt Spring Island Regional Transportation 

Commission (SSITC) consists of the CRD Director and eight volunteers appointed by the CRD 

Board. Commissioners serve two-year terms. It provides advice regarding transportation issues 

and transit service to the CRD Board and on transit service to BC Transit. The Salt Spring 

Island Transit service is delivered through contract by a private company, currently the Ganges 

Faerie Minishuttle.  
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BC Transit 

BC Transit is the Provincial Crown Corporation responsible for coordinating public 

transportation systems throughout British Columbia outside of Metro Vancouver. Across the 

province, BC Transit works in partnership with local governments, including the Victoria 

Regional Transit Commission. BC Transit’s mandate includes planning, funding, marketing, 

managing fleet, and contracting for the operations of transit services. In most communities, the 

local transit service is provided through a partnership between BC Transit, local government 

and a contracted transit operating company. Regional transit system service levels and budgets 

are approved each year by local government, which also sets fares and local property taxes to 

pay its contribution of transit costs. BC Transit's share of transit system funding is provided by 

the Provincial Government. BC Transit funds 46.69% of conventional transit systems and 

66.69% of custom systems. A system that is a combination of custom and conventional service 

(paratransit) will have a cost sharing percentage that reflects the level of each type of service. 

 

The local government share is made up of revenue from fares and local property taxes. 

Because fare revenue varies significantly from system to system, the percentage of 

expenditures paid from local property taxes also varies by system. The selection of the transit 

operating company is conducted by BC Transit in consultation with local government through a 

public Request For Proposal process typically every nine to 15 years.  

 

Victoria Regional Transit Commission 

The Victoria Regional Transit Commission is the local government body that makes decisions 

for the Victoria Regional Transit System. It consists of a minimum of seven members (five 

locally elected mayors and two councillors) who are appointed according to the British Columbia 

Transit Act (https://www.bctransit.com/about/funding-and-governance/Victoria). The 

Commission sets routes, service levels, fares and local taxes for transit purposes. It reviews and 

is responsible for raising the local share of the annual cost of transit in the region. Funding 

regulations for the Victoria Regional Transit System are described in the British Columbia 

Transit Regulation and the Motor Fuel Tax Act. The Victoria Regional Transit System service 

area includes most of the CRD except for the Electoral Areas, and all services are operated 

directly by BC Transit.  

 

3.0 TRANSIT SERVICE MODELS AND OPERATIONS 

Service Types 

There are essentially three types of transit service: 

1. 100% demand responsive – using smaller vehicles, a dispatcher will book individual trips 

in advance to and from specific locations within fixed service hours 

2. Scheduled fixed route service – variety vehicle sizes on a fixed route, regular schedule 

and fixed service hours. Stops at designated bus stops.  

3. Blend of on-demand/booked trips with scheduled fixed route service. Could be operated 

simultaneously or vary the service type by time of day.  

http://www.bclaws.ca/EPLibraries/bclaws_new/document/ID/freeside/00_96038_01
http://www.bclaws.ca/EPLibraries/bclaws_new/document/ID/freeside/00_96038_01
https://www.bctransit.com/about/funding-and-governance/Victoria
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Any of the three service types can be coordinated with a private water taxi service or BC Ferries 

services.  

 

Operating Models 

 There are four possible operating company and service delivery options: 

1. Non-profit organization, with or without volunteers 

2. Private for-profit company – contracted by a non–profit or public agency. 

3. Public sector provider, e.g. Victoria Regional Transit System 

4. Blended functions of options 1-3 through partnership or layering of models 

 

Governance 

Governance and oversight for the transit service operator could be accomplished through four 

mechanisms. Each governance option has unique approval processes, and relationship to other 

governing bodies. The models are: 

1. Non-profit board 

2. Capital Regional District – new Board Committee for SGI 

3. Capital Regional District – expanded mandate for an existing Board Committee 

4. Victoria Regional Transit Commission 

 
4.0 SUMMARY 

The various government functions active in the Southern Gulf Islands currently is summarized 

below.  

 

 Subdivision 

Approval 
Roads 

Land 

Use 
Transit 

Parks, 

Trails 
Docks 

Other local 

services 10 

 

Each Island 
  √     

Islands 

Trust 
  √     

CRD   √  √ √ √ 

BC Transit    √    

VRTC    √    

MoTI √ √      

BC Ferries      √  

 

                                                
10 Including but not limited to: building inspections, bylaw enforcement, water & sewer, library.  


