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System Overview
Salmo – known as the Hub of the Kootenays – is located almost equidistant from
neighbouring towns where Colleges, Industry, Hospitals, Shopping malls and
Regional Transport hubs exist.
The aim of this evaluation and study is to develop a system that will enhance the
transportation options for Salmo residents, area employees, Tourists and visitors.
A further advantage achieved by the introduction of this service will be the
significant economic benefit to all local residents by reducing use and ownership
costs of personal vehicles.
The introduction of this bus service has the greatest potential to reduce
greenhouse gas emissions in Salmo as it will encourage car-owners to leave their
cars at home, or to leave them uninsured for part of the year or to take them off
the road altogether.
This will enhance the objectives of the CleanBC Act and reduce vehicle GHG
emissions.

Trial Period
The project proposal is to develop the system for a pilot study of two or three
years. This will allow for evaluation of the economic viability and consultation with
potential bus users. Data collected will further be used to develop and refine
routes and schedules that will best serve the transportation needs of Salmo.
Despite years of surveys and highly inefficient rural services offered by BC Transit
and the recent petitions by local residents no proposed solution to the existing
needs has been prepared or tested. This pilot project will establish the data
needed to end with either the successful continuation of a unique rural transit
system or the establishment of a subsidized BC Transit service.
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Executive Summary
The Village of Salmo
Population : 1400

Incorporated : 1946

Never had daily public transit!

Regional – Provincial – Federal Support required
$30,000 as Reserve Fund to secure Pilot Program
Exemption from BC Transit Passenger Transportation restrictions.

Proposal
The proposal is for a community bus service that is designed to provide service on
the basis of the prioritized needs assessed in the recent surveys
The initially defined routes and schedules will be in flux as the required service
develops based upon the needs of its users.
It is anticipated that to start, only a single bus will be needed, although a
secondary standby vehicle will be required for continuity of service in the event of
unforeseen circumstances.

Funding
A detailed costing and budget is attached to this report.
Sources of funding are potentially to be derived as follows:
 Creation of a Co-op membership structure for the transit service and vehicle
ownership where regular users invest annually in a membership share
which entitles them to economical trip fares.
 Regional, Provincial or Local Government contributions will be sought to
facilitate an initial financial reserve while the system is being introduced.
 Equitable fares and usage fees will be applied for the use of the service by
non Co-op users. These could be occasional commuters, Airport pickups/drop-offs and casual occasional passengers.
 Non-scheduled seasonal shuttle trips would be offered for groups and local
amenities (Ski-hills, Theatre trips, etc.)

The Vehicle Fleet
Operational Assumptions
Primary Vehicle
Ford Econoline 16 Seater Diesel vehicle. 2019 MSRP is typically $58 000.
This vehicle is ideally suited to the local environment and will come equipped with
the needed communication and safety equipment. Chains and other seasonal gear
will also be provided.
A valid fully detailed quotation for such vehicle is in hand from AM Ford Inc.
This community oriented local dealership has offered to lease such a vehicle for
with an attractive payment plan of $2000 per month.
Secondary Vehicle
This will be regularly maintained for standby use. A budget for this is included up
to $20 000, however it is proposed that an approach is made to the Village of
Salmo, RDCK Area G and several local funding groups to purchase such a standby
vehicle and donate it to the Co-op.

Financial Budget and Estimates
Vehicles
2019 Ford Econoline (Leased)
Backup vehicle for emergency use only : Less than

$58,000
$20,000

Operating Costs / Revenue Assumptions
Vehicle Based Costs
Ford Econoline (Lease Cost)
2nd Bus – Community Owned
ICBC Insurance : Primary Vehicle + 2nd Bus
Diesel Fuel Costs : 20% Bio-fuel/cooking/recycled oil
Administration Costs
Dispatcher / Coordinator / App.
Data Connectivity
Maintenance
Driver Costs

(Monthly $)
$2,000
Nil
$750
$1,533
$1,500
$100
$350
$3,600

Total Costs

$9,833

Revenue Model
Passengers
Weekdays members
Member Fare Revenue
Commuter Fare Revenue
Weekend trips
Commuter Fare Revenue

@ $2.50 / trip
@ $25.00 / trip
@ $10 / trip

Other Revenue
Advertising
Charter Operations
Fundraising Revenue
Co-op Membership fees (Monthly)
Total Other Revenue

$750
$3,600
$800
$5,150
$200
$400
$67
$833
$1,500

Total Revenue
Monthly shortfall
Supplemental Federal/Provincial/Regional Reserve

$6,650
$3,183
$40,000

Budgetary Notes
The budget includes the full operational items required for the primary vehicle as
well as insurance and maintenance for the secondary vehicle.
The system is intended to operate with minimal administrative overheads and an
allowance is made for administration expenses, communication costs and fuel.
Revenue items include fares, on-vehicle advertising and fund-raising.
Additional revenue may be derived from various forms of community sponsorship.
The least predictable of these estimates will be the fares levied for non co-op
members.
It is anticipated that, to begin with, the number of fares may be less than the
projection, but will increase over time as the existence and reliability of the
service becomes better known.
Fully qualified and licensed (Class 4, unrestricted) volunteer drivers will be
recruited where possible for the pilot project, however a paid coordinator (also
Class 4 licensed) will be available to drive when volunteers are not available.
The financial forecast is based on the assumption that the capital cost of a vehicle
can be funded through the Co-op share program, Government/Institutional
subsidies and that this can also include at a minimum a 2-year vehicle
maintenance contract.
The budget estimates that operating costs, such as insurance, the coordinator’s
salary and fuel will be met from the revenues from fares and advertising.
Operating costs and projected revenues are detailed in the attached spreadsheet
There is a possibility that the ridership objectives may not be met to begin with.
The plan is to cover the costs of 12 months of operation with ridership of 5 co-op
member passengers per trip.
The budget involves raising $40,000 to create a Co-op reserve fund.
In the very unlikely situation that we operate with a ridership of only 2 or 3
passengers per trip for as long as 3 months, we will have to conclude that a bus
service is not viable in Salmo.
In that situation the pilot project would be cancelled at that time.

Community Support
There is a long history of community support for the introduction of public transit
in Salmo, demonstrated through the 2017 survey and subsequent petition.

2017 Usage Survey Results - 49 responses
Once operative, careful records of ridership numbers with respect to time and
location, will, during the first few months, allow adjustment of the routes,
schedules, to best meet the needs of riders and ensure the financial commitments
are met.
Regular surveys will be held of commuters and the general population about the
transit service and how it could be improved to meet their needs.
An evaluation report after 12 months will outline the results of the pilot project in
terms of routes, schedules, fares, and management, and provide
recommendations regarding next steps, including financing (with or without tax
implications) of a Salmo Community public transit service.

Conclusions
From the evaluations and estimations it has been determined that a communityoperated bus service for Salmo is feasible providing that the capital-cost of a
vehicle can be secured and, for the proposed trial period, most of the driving is
done by volunteers and the system is operated in a flexible way, responding to
the needs and suggestions of riders.
Several other independent and rural bus services have demonstrated that the
ridership and support will exceed our forecasts before the end of the trial period,
and that, once the service has proven to be effective, Salmo residents will
actively seek expansions to the routes and the schedule.
Another benefit of a trial service is that it will provide us with a clear
understanding of the best transit routes and schedules for Salmo and surrounding
areas, and of the amount of tax revenue that will be required to follow through
with a fully funded public transit system if we conclude that that is the best
option.

Salmo Community Bus Project
Contingency funding concepts.
Initiating a bus service requires a solid financial contingency plan.
The first year of the planned service involves start-up expenses as well as the
possibility of low initial ridership.
In view of this a start-up budget includes a total of about $10,000 for Other
Revenue. Included in this total is $2,400 p.a. anticipated revenue from
advertising and $4,800 p.a. from charter operations.
The $3,183 per month figure, is the amount that will have to be raised in order to
establish a reserve fund to cover any shortfall during the first year of operation.
Additional revenue streams and strategies are anticipated and are laid out below.
There are good reasons to believe that there is strong support in the Salmo and
area business community for a bus service, and these will be additional avenues
for fundraising.
We also know that there is enthusiastic support among Salmo Residents in
general, and that will be another avenue. Additional options for accumulating a
reserve fund prior to the start of transit operations are outlined below:
1) Sponsored bus runs.
It is our vision that an important way in which the Salmo Community-bus
Project can serve the community is through sponsored bus runs for special
events that are either generally inaccessible to residents without their own
cars, or popular to the point where greenhouse gases emissions and
parking congestion are an issue. Corporations and other organizations in
Salmo will be approached to contribute in advance, so that their name can
be associated with these community bus runs.
Some examples include:
 Concerts
 The Annual Fall and Christmas fairs
 Canada Day events
 Theatre attendance in Nelson and Trail
 Shambhala Festival
 Various craft fairs
 Columbia Basin Culture Crawl
 There are many other relevant and important events regionally:
- Voting days
- Community meetings
- Theatre events
- Ski-hill / Trail-head stops
- Designated driver events for functions
- Late school bus route returns

Some of these events might require just one bus run (there and back),
while others could involve either a series of runs (e.g., Theatre Festivals,
Fall Fair) or a loop (Studio Tour, Home and Garden Tour). Sponsors will
be asked to contribute in units of $100, where each unit corresponds
with approximately 2 hours of bus/driver time. Sponsors could choose to
select which event they want to be associated with, and these would be
listed on the website. (Other sponsors would be listed as well.)
The bus-run sponsor’s name and logo will be prominently displayed on the
inside and outside of the bus. Those using the service will be invited to
make a small donation in support of the Community Bus.
Event organizers (excluding events that already have specific bus-run
sponsors) will be able to apply for a bus-run to and from their event. In
order to qualify they will have to describe how they plan to publicize the
availability of the bus for transportation to their event. If there are
insufficient donors for these extra sponsored runs, they might also be asked
to identify and approach a sponsor. Sponsored bus-runs will be in addition
to the regularly scheduled service. In many cases it will be necessary to use
the backup bus for these extra runs.
2) Sponsored bus tickets
Some members of our community may have difficulty paying for bus
tickets, and hence would be unlikely to use the bus if it means giving up
some other amenity. We will offer businesses, organizations and individuals
the opportunity to purchase bus tickets that can be provided free of charge
to those in need. If desired, the name of the sponsoring entity can be
printed on the backs of the tickets. The tickets could be distributed through
the local Community Services
3) Salmo and Area guided tours
Residents and visitors have expressed interest in guided bus tours to visit
various locations of interest in the region. These might include tours of
interesting geological, geographical, botanical, aquatic, First Nations,
historical, scenic or other features guided by knowledgeable residents or
others. It is anticipated that these tours would cost approximately
$10/person, with a minimum of 10 participants.
4) Pre-paid tickets
In light of the public support for the Salmo Community-bus Project , it
should be relatively easy to raise a significant amount by selling pre-paid
bus tickets (in books of 10). The tickets will be printed with numbers in
order to limit fraud, and will be sold at face value (no discount). Additional
revenue will be raised by using the back side for advertising.
Pre-paid tickets will go on sale as soon as we have confirmation that the
project is going forward. Salmo retailers will be asked to display them
prominently on their counters and sell them (probably on a cash-only
basis).
It is likely that most retailers will recognize the value of the bus to their
business, and will therefore be willing to contribute to the project by selling
tickets.

5) On-line booking App.
The intention is to aim towards a totally cash-free rider experience by
creating an on-line commute reservation system where members of the
Community Bus Co-op can make pre-paid bookings for the bus. These
reservations would be possible for up to 6 or 12 months in advance and by
virtue of their booking details can be directed towards a driver display
indicating where and when a commuter should be picked up and dropped
off. Charges under this model should be according to distance travelled at a
flat rate per km on board.
6) On-board Data Connectivity
The bus is to be equipped with an accessible wifi internet enabled router
which initially will use LTE networks but be adapted as technology develops
to eventually provide full route internet access.
7) Airport Access
Trip 1 and 3 Daily are initially planned for round trips to Trail, Castlegar,
Nelson and back via both Regional Airports at Waneta (Trail) and Castlegar.
Typical Taxi fares that apply from either locations to and from Salmo are in
the region of $80 to $120 per one-way trip. It is probable that the
Community bus will fill a much needed niche market demand here.
8) Route Variance
Due to climate and rural conditions, few if any bus shelters exist outside the
boundaries of urban villages or towns.
The Community Bus shall by virtue of its on-board navigation and booking
system be able to pick-up and deliver commuters at any location within a
reasonable accessible location in proximity (~500m) from actual planned
route.

