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Executive Summary

The Region of Waterloo is about to embark on the largest infrastructure project the area has undertaken since the development of the Conestoga Parkway in the late 1960s. While the ION project has the potential to bring tremendous prosperity to the region and take the next steps toward the region’s vision of the future, there will be monumental challenges along the way. The UpTown Waterloo BIA recognizes the potential for ON but needs to help prepare its membership for the challenges that lay ahead. The UpTown Waterloo BIA is committed to helping its membership thrive through the transition and, as such, enlisted the help of a team of WLU part-time MBA students for data collection, analysis and recommendations.

The goal of UpTown Waterloo BIA is to understand the questions, concerns, and expectations of its members regarding the ION project. To ensure that all members had the opportunity to express their opinions, all efforts were made to contact the entire membership directory of the UpTown Waterloo BIA. Being mindful that all of the members are busy business professionals, a carefully crafted survey was designed to gain the most insight with least interruption to the members’ time. The survey was distributed by the UpTown Waterloo BIA to its entire membership via email with a link to an online survey. After several weeks, the data was tabulated and all members that had not completed the survey were identified and were then contacted directly. In all, over 270 phone calls were made and over 140 site visits were completed to ensure that the 451 businesses in the directory were all contacted. When the data collection phase was completed, a total of 136 surveys were completed which translates to an overal response rate of 30.16%. The members were also invited to participate in a focus group discussion to gain further insight into some of the larger issues. A single focus group was completed with a five member panel. The data collected from the focus group was reviewed and incorporated into the final recommendations.

The collected data was analyzed as discrete data (question by question), and cross-tabulated (question against question) to ensure that all useful conclusions and correlations could be identifed within the data. For quantitative questions, bar graphs and pie charts were used to summarize the data. For qualitative questions, word clouds proved to be the most useful in deciphering the message in the answers.The analysis of the data confirmed the first-hand experiences observed during the phone calls and site visits; businesses were not preparing themselves for the ION, they felt informed but required more information, and they had some serious concerns about the impact to their business during and after the construction. The encouraging news was that members generally felt positive about the ION project.

The ION project has given the UpTown Waterloo BIA an opportunity to raise its profile and provide a positive impact to their member businesses. This opportunity cannot be squandered, because the perception of how the UpTown Waterloo BIA performs during the ION project will have a lasting impression. To create a positive lasting impression the following six recommendations should be implemented.

· Provide advertising support for BIA members during the ION construction phase
· Promote and help increase traffic for UpTown Businesses prior to and during the ION construction phase
· Provide information regarding the ION construction schedule and utility interruptions on a monthly or as needed basis to all BIA members
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· Advocate and represent the best interests of its UpTown BIA members
· Ensure accessibility to all businesses during the construction phase
· Provide parking information to BIA members and their customers
Upon successful completion of the ION project, the UpTown Waterloo BIA will find itself well-positioned to capitalize on the thriving walkable city that Waterloo is poised to become.

Disclaimer

THE RESEARCH AND ADVISORY ACTIVITIES OF THIS PROJECT ARE DESIGNED TO ENABLE STUDENTS TO LEARN THEORY AND PRACTICE WITHIN THE FIELD OF BUSINESS ADMINISTRATION. AS AN INSTITUTION OF LEARNING, NEITHER WILFRID LAURIER UNIVERSITY NOR ITS FACULTY OR STUDENTS ASSUME RESPONSIBILITY FOR USE OF THE RESULTS OF THIS STUDY. IT IS EXCLUSIVELY A TOOL OF LEARNING IN A SPECIFIC CURRICULUM. EVERY REASONABLE EFFORT HAS BEEN MADE TO PROVIDE COMPLETE AND ACCURATE INFORMATION. HOWEVER, WILFRID LAURIER UNIVERSITY OR ITS FACULTY OR STUDENTS CANNOT BE HELD RESPONSIBLE FOR OMISSIONS OR INACCURACIES IN PUBLISHED REFERENCE WORKS, DATABASES OR IN INFORMATION PROVIDED BY PERSONS OR ORGANIZATIONS CONTACTED AS PART OF THIS RESEARCH, OR FOR THE USE OF SUCH INFORMATION PROVIDED UNDER THIS AUTHORIZATION.
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1) Project Outline, Objectives, and Deliverables
As the pace of urban development in the Region of Waterloo has increased, several critical strategic decisions have been made by Regional and City Councils to ensure that public transportation is viable and satisfies community needs going forward. The pending construction of an advanced light rail transit system (herein referred to as LRT or by its project name, ION) through the Regional Municipality of Waterloo will change the way people move throughout Waterloo Region. However, the construction of ION will also create several challenges and directly impact both the short-term and long-term success of the UpTown Waterloo BIA and its members, as ION will run right through the UpTown Waterloo core with a major stop beside Waterloo Town Square.

As the ION project has been approved by the Region of Waterloo Council and a pending construction start date looms closer, the UpTown Waterloo BIA needs to best equip itself to represent, manage and protect the needs of more than 450 unique members. For many of the UpTown Waterloo BIA members, the construction of the ION system will directly impact the way in which their business operates. For some, this will involve extensive construction directly in front of their place of business, while for others it will mean impacts to traffic flow, as the closing of roads will force the use of detours.

The UpTown Waterloo BIA wants to ensure that all of its members are best equipped to successfully manage through the construction period and be in a position to reap the positive impact of the advanced transportation system once it is completed. In order to accomplish this, the UpTown Waterloo BIA wants to project a positive message, while at the same time identify the concerns and questions of its members. While a number of resources, both through the City of Waterloo and Regional Council exist, the UpTown Waterloo BIA needs their own communication and action strategy to inform and assist its members.

It is the overall goal of the UpTown Waterloo BIA to develop a solid understanding of the questions, concerns and expectations of its members regarding the ION project, as well as the role the UpTown Waterloo BIA will have in representing and acting on behalf of their businesses. This includes examining what the BIA can do to help its members be successful in both the construction and operating phases of the ION project.
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Project Objectives
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The purpose of the WLU consultation project was to identify specific challenges faced by the UpTown Waterloo BIA’s membership with regard to the ION project. The project involved the WLU project team directly contacting the UpTown Waterloo BIA membership to identify members’ concerns and to propose ways that the UpTown Waterloo BIA can provide assistance to its members’ challenges. The WLU project team would then develop a strategic communication plan for the UpTown Waterloo BIA to utilize throughout the ION project’s construction phase.

[image: image32.jpg]






Benefits to Client

· Depth and detail of information collected will draw meaningful insight and logical conclusions.
· Third party, impartial perspective of the impact of the ION project on UpTown Waterloo BIA members
· Diverse employment and educational backgrounds of the WLU project team to offer diverse perspectives on collection and analysis of data
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1) Design a survey specifically targeted to UpTown Waterloo BIA members to identify the current level of understanding of the impacts of the ION project, the level of concern individual members have in relation to the ION project, the specific concerns and challenges of individual members and the expectations they have of the UpTown Waterloo BIA with respect to the ION project.

2) Execution of surveys, as described below:

a. Online survey sent to members on the email mailing list already established from the UpTown Waterloo BIA membership.

b. Those members not on the established email mailing list and those who don’t complete the online survey emailed to them will be contacted by phone or in person to deliver a hard copy of the survey or perform the survey verbally.

The team set a goal to achieve a minimum 30% response rate.

3) Analysis (collection, compilation and categorization) of the survey results to identify the bearing of individual members as well as collective concerns and expectations.

4) Interview key stakeholders within the Region of Waterloo that are not members of the UpTown Waterloo BIA to solicit input into how ION will impact how they deliver their services to the Region (e.g. Emergency Medical Service).

5) Development of a recommended communication strategy and possible actions for the UpTown Waterloo BIA and its members throughout the ION construction project.

6) Secondary research will be conducted to identify lessons learned from similar challenges resulting from major transit system upgrades in other regions and the solutions that proved effective in resolving those issues.

7) Delivery of a final report, identifying the potential challenges of the UpTown Waterloo BIA membership and proposed solutions that the UpTown Waterloo BIA board can consider to address these concerns.

8) Delivery of a presentation to the Waterloo UpTown BIA board summarizing the report.
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2) Survey and Focus Group Results
After the components of the survey and focus group were approved by the Research Ethics Board of Canada, the survey was initially rolled out on April 30, 2014 (see Appendix A for survey copy). A link to the survey was emailed to all UpTown Waterloo BIA members with a valid email address, as per the UpTown Waterloo BIA records, and the emailed survey was sent from an UpTown Waterloo BIA email address. A follow-up email was sent on May 22, 2014, again including a link to complete the survey electronically. As of May 26, 2014, a total of 73 completed surveys were received using this method of collection. This equates to a 16.2% response rate.

After the initial period of emailed invitations, surveys were rolled out through direct contact with UpTown Waterloo BIA members who did not complete the survey online. This second roll-out phase was completed using phone calls and site visits. This second roll-out phase took place from May 26, 2014 to June 9, 2014. During this period, over 270 phone calls were made to BIA members and over 140 site visits were completed.

In total, 136 survey responses were obtained. Based on a BIA member count of 451 members, the total response rate for the survey portion of the project was 30.16%, which met the objective of a 30% survey participation rate set out in the Letter of Understanding (see Appendix B for Letter of Understanding). Of these 451 members, approximately 10 were identified as being closed due to renovation or no longer operating. There were also several members identified as being associated with the same business entity (e.g. Huether Hotel listed as 8 unique members).

Unfortunately, some of the survey responses were not fully completed and, therefore, were not included in the projects analysis phase. Of these 136 survey responses, 118 were used in the overall analysis of the data.

The initial plan was to carry out two separate focus groups, but the response rate for participation was not as high as originally anticipated. A single focus group was held on June 9, 2014 at City of Waterloo City Hall and included participation of 5 members of the UpTown Waterloo BIA. While the group was small, the session was very beneficial and allowed the team to delve deeper into the concerns and ideas of the members with respect to the ION project.
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Research Ethics Board Consideration and Approval
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According to Wilfrid Laurier University policy, prior to beginning any research involving living human participants, researchers must obtain approval from the Research Ethics Board (REB). While conducting the research, the procedures and standards contained within the "Ethical Conduct for Research Involving Humans" (available at www.nserc.ca/programs/ethics/english/policy.htm) must be followed. The core objective of this research project was to obtain the comments and opinions of business owners who are members of the UpTown Waterloo BIA which meant that this research fell under this requirement. In preparation for the research, all team members and supervising faculty successfully completed the TCPS2: Core course on Ethical Conduct for Research Involving Humans.
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During the application process, the WLU project team considered items such as how participants might receive feedback regarding the study findings, how the findings would be delivered and retained, who would be able to access to the report, potential risks (social, psychological and/or emotional), privacy and security of raw data.

The WLU project team then recommended ways to eliminate or mitigate the risks that participants would be exposed to as well as how to secure the data collected. Several documents were created to explicitly detail the processes and steps the researchers would follow. Documents included in the application for REB approval included:

1. Letter of consent for participants involved in the survey

2. A draft of the survey the WLU project team wanted participants to complete

3. Letter of consent for participants involved in the focus group

4. A focus group plan which included problem definition, research objectives, sampling plan, discussion guide, key questions with purpose and methods

5. Scripts for phone calls

6. Scripts for leaving messages

7. Consent form for use of direct quotes

8. Certificates of completion of TCPS2: Core course for all WLU project team members plus supervising professor

The initial submission was returned with a request for some minor clarifications and was resubmitted the same day. Approval from the REB to proceed with the research was granted on April 3, 2014.
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Part 1 - Summary Survey Results
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Outlined in the following sections is a summary of the survey results pulled from the 118 surveys used in the project’s data analysis. Once all the data from the survey had been collected, the WLU project team evaluated the data set and removed any records which would skew the results. These entries included items such as duplicate entries or test data entered by team members. Bar charts were used for all questions with numerical responses (i.e. on a scale of one (1) to ten (10)). For the ranking of concern questions (Q7 and Q8), the total count of times the concern was mentioned was outlined, and the total number of times a concern was mentioned was also included. For questions in which survey respondents were asked to comment or write text-based responses, Word Clouds were used to show common responses. Word Clouds give greater prominence to words that appear more frequently in the source text, through use of an algorithm and protect the anonymity of the respondents, per the commitment to the REB. Therefore, the larger a word is presented in the image created by the computer program, the more times it was mentioned from all survey data received.
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Q1: Have you heard about the ION/LRT Project?
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Q2: If yes, where did you get your information about the ION/LRT Project?
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Q3: How well informed do you think you are about the ION/LRT Project?

(0 = I don’t know anything about ION/LRT
10 = I am an expert on ION/LRT)
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Q4: Are you doing anything to prepare for the ION/LRT Project
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Q5: If you could ask one question about the ION/LRT Project, what would it be?
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Q6: How much of your business comes from people visiting your physical location?
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Q7: During the ION/LRT construction phase, what are your top 3 concerns?
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Q8: Once ION/LRT is completed and the new transit system is running, what are your top 3 concerns?
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Q9: How would you like to receive information about the ION/LRT Project from your UpTown Waterloo BIA?
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Q10: How often would you like to receive this information?
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Q11: What character best represents your feelings towards the ION/LRT Project?
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Q12: How can the UpTown Waterloo BIA help you through the ION/LRT project transition?
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Part 2 - Survey Analytics, Cross Tabulation, and Regression Analysis
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Once the dataset was summarized, the WLU project team’s next goal was to discover the story that the results told. The objective was to try to determine what the distribution of answers was saying about the feelings of the UpTown Waterloo BIA members. Another goal was to determine which other factors are possible drivers for a respondent’s feelings towards the project. The first method was to perform a cross-tabulation to allow a visual assessment of trends in the data that convey a deeper meaning than simple summary data. The next method of data analysis performed on the data was a regression analysis. The goal of regression analysis is to determine to what degree a change in response in one question might explain the answer provided to a subsequent question. Unfortunately, regression analysis of the data set did not provide any additional insights beyond those revealed by the cross-tabulation analysis. As a result, it was determined that further discussion of the regression analysis would be of little value.
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Q4: Are you doing anything to prepare for the ION/LRT Project
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From the survey data collected, responses to the fourth question can be grouped in five specific categories. The first and most selected category, into which the vast majority of survey responses fell, are those who are not taking any proactive action. Overall, 78 survey respondents identified with this category. The next category was those who are preparing by staying informed or those who are awaiting final construction schedules before taking any proactive measures to prepare for the project. Overall, 17 survey respondents identified with this category.

The next category included those focusing on keeping their customers informed, in which 8 respondents were identified. In addition, 5 respondents fell into the category of moving their physical location based on the ION project. Finally, 15 survey respondents were placed in a general/other category which includes items such as marketing initiatives, cost cutting measures, and assisting other business in their direct area.

Key Findings:

1. The majority of businesses are doing nothing proactive. They either do not know what to do, do not think anything can be done at this point in time, do not feel they have the resources to do anything, do not think anything can be done to prepare at all or do not think this project will have significant impact on their business. Many businesses have knowledge gaps when it comes to dealing with this kind of event and could use some guidelines or help formulating plans that will help prepare their business.

2. Gathering and disseminating information is the next biggest item. Businesses are hungry for information and updates on the ION/LRT project. These businesses are also relaying information to their customers/clients. They have significant influence on public perception of the project. Keeping them up-to-date with current and relevant information will help word spread throughout the community and help maintain a unified message.

3. Several people see the vision of a better UpTown Waterloo and are looking to establish or grow businesses in the area. Others are looking to scale back inventory/staff when needed and advertise their business online more aggressively to help subsidize reduced foot traffic once construction begins.

[image: image105.jpg]


[image: image106.jpg]



| 17

[image: image107.jpg]


[image: image108.jpg]Other (please specify)

Face to face / In person  Never

= Monthly
W Every two weeks
W Weekly

Newsletter




ION Project Consulting Report

[image: image109.jpg]


[image: image110.jpg]



Q7 and Q8: What are your top 3 concerns?
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During Construction:

	
	Concern
	
	Number of Responses

	
	
	
	

	
	Customer vehicle accessibility (detours, lane restrictions, entrance closures)
	76

	
	Lost sales
	
	46

	
	Utility (power or water) interruption
	
	46

	
	Customer foot traffic accessibility
	43

	
	Customer parking
	39

	
	Noise
	24

	
	Increased rent or property tax
	18

	
	Dust & debris
	16

	
	Other, Please expand on any of the above or add additional items of concern
	8

	
	Emergency service accessibility (Police/Fire/Ambulance)
	6

	
	Shipping and receiving accessibility
	4


After Construction:

	
	Concern
	
	Number of Responses

	
	Customer vehicle accessibility (detours, lane restrictions, entrance closures)
	
	
	60
	

	
	Customer parking
	
	49
	

	
	
	
	
	
	

	
	Increased rent or property tax
	
	
	47
	

	
	Lost sales
	
	32
	

	
	Customer foot traffic accessibility
	
	
	30
	

	
	Other, Please expand on any of the above or add additional items of concern
	
	28
	

	
	Noise
	22
	

	
	Utility (power or water) interruption
	17
	

	
	Emergency service accessibility (Police/Fire/Ambulance)
	12
	

	
	Dust & debris
	8
	

	
	Shipping and receiving accessibility
	7
	


The concerns before and after the construction are the same with the exception of utility interruptions during the construction phase being replaced by increased rent/property tax after construction.

This means that solutions/recommendations to many of these key items during the construction phase may also be applied after the construction phase. This allows resources to focus on the best possible solutions to these problems rather than coming up with quick solutions to numerous issues. “If you don’t have time to do it right the first time, when will you have time to do it again?”

It is also important to note that many respondents indicated that they believe everything will be fine once the project is completed.
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Q2, Q9, and Q10: Supply of Information
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The responses to these questions seem to suggest sending a newsletter out every month and emails every two weeks. Emails can also be used to update businesses on any urgent issues or immediate changes to the construction schedule that will impact their businesses. Creating a website which people can reference the latest updates would also be useful.

Where have you received information on ION/LRT?

	
	Answer
	
	
	
	
	
	
	
	
	
	Response
	%
	

	
	Newspaper
	
	
	
	
	
	
	
	
	
	80
	
	67%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	UpTown Waterloo BIA newsletter or email
	
	
	
	
	
	
	
	
	76
	
	64%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Region of Waterloo newsletter
	
	
	
	
	
	
	
	
	
	56
	
	47%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Radio
	
	
	
	
	
	
	
	
	
	55
	
	46%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Internet / Website
	
	
	
	
	
	
	
	
	
	54
	
	45%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	TV
	
	
	
	
	
	
	
	
	
	47
	
	39%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Peer (fellow member of UpTown Waterloo BIA)
	
	
	
	
	
	
	
	
	
	25
	
	21%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Other
	
	
	
	
	
	
	
	
	
	21
	
	18%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mail /Email from a mayor or regional councilor
	
	
	
	
	
	
	
	
	
	16
	
	13%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	Mail / Email from a pro-ION/LRT or anti-
	
	
	
	
	
	
	
	
	
	14
	
	12%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	ION/LRT advocacy group
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	UpTown Waterloo BIA Lunch & Learn session
	
	
	
	
	
	
	
	
	
	11
	
	9%
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


The UpTown Waterloo BIA has excellent reach as 64% of respondents indicate that they get information from the UpTown Waterloo BIA regarding the LRT. This result provides a good basis for the recommendation that the UpTown Waterloo BIA act as a liaison for the ION project and provide regular updates on the project and scheduling.

Note: Social media came up frequently. Tweeting or Facebook may be worthwhile.
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How would you like to receive information on ION/LRT?

	
	Answer
	
	
	
	
	
	Response
	%

	
	
	
	
	
	
	
	
	

	
	Email
	
	
	
	
	
	96
	83%

	
	Newsletter
	
	
	
	
	
	36
	31%

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	Face to face / In
	
	
	
	
	
	
	13
	11%

	
	
	
	
	
	
	
	
	
	

	
	person
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	

	
	Other (please
	
	
	
	
	
	
	5
	4%

	
	
	
	
	
	
	
	
	
	

	
	specify)
	
	
	
	

	
	
	
	
	
	
	
	
	


How often do you want to receive information on ION/LRT?

	
	
	Answer
	
	
	
	
	
	
	
	
	
	
	
	Response
	
	
	%
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	Monthly
	
	
	
	
	
	
	
	
	
	
	59
	
	
	
	
	51%
	
	
	

	
	
	Every two weeks
	
	
	
	
	
	
	
	
	
	
	30
	
	
	
	
	26%
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	Weekly
	
	
	
	
	
	
	
	
	
	
	
	
	21
	
	
	
	
	18%
	
	
	

	
	
	Never
	
	
	
	
	
	
	
	
	
	
	
	
	6
	
	
	
	
	5%
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	How would you like to receive information about the ION/LRT Project from your UpTown
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	Waterloo BIA? (Click all thatapply)
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	Newsletter
	Email
	
	
	
	Face to face / In person
	
	Other (please specify)
	Total

	
	
	
	
	
	
	
	Weekly
	5
	17
	6
	
	
	
	
	2
	
	
	21

	
	How often would you like to receive
	Every two weeks
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	thisinformation?
	
	9
	27
	5
	
	
	
	
	0
	
	
	30

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	Monthly
	21
	49
	2
	
	
	
	
	1
	
	
	59

	
	
	
	
	
	
	
	
	Never
	1
	3
	0
	
	
	
	
	2
	
	
	6

	
	
	
	
	
	
	
	
	Total
	36
	96
	13
	
	
	
	
	5
	
	
	116
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Q12: How can the UpTown Waterloo BIA help you through the ION/LRT project transition?
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The resounding number one answer is for the UpTown Waterloo BIA to provide timely updates and information regarding the ION/LRT project.

The next item is “nothing” which points to the possibility that many members are either not aware of what they need during the construction phase or they are not sure how the UpTown Waterloo BIA is able to assist them.

Continuing to attract customers to UpTown Waterloo during the construction phase is another key item. Many businesses believe that visible and clear signage and/or marketing is required to maintain customer flow through UpTown Waterloo during construction. Parking is also related to this issue. Combined, this represents a significant concern.

	Response Category
	Total Responses

	Provide Signage & Advertising That Businesses are Open
	18

	Provide Information
	60

	Monetary Assistance/Subsidies
	5

	Parking
	9

	Nothing/Stop the Project
	21

	Other
	9


[image: image146.jpg]



Q14: Please provide any additional comments you have for the UpTown Waterloo BIA
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The responses were fairly balanced (positive and negative). This result is surprising, because this does not align with the responses to the “Feelings towards ION/LRT” question. Those that had negative comments typically had a lot of detail they wanted to convey. This shows a lot of passion or commitment to their concerns. Many comments highlight past mistakes on other City/Regional projects and many people do not trust those in charge.

A fair number of respondents commented that they want communication to continue or improve. Providing informational updates will be a key action item for the UpTown Waterloo BIA.

	
	Response Category
	
	
	Total Responses

	
	Positive Thoughts
	
	
	18
	

	
	Negative Thoughts
	
	
	14
	

	
	Keep Us Informed
	
	15
	

	
	No Comment
	
	18
	

	
	Other
	
	4
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Q3 and Q11: Does feeling informed correlate to feelings towards ION/LRT?
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Feelings of being worried tend to dominate with those that also feel less informed. Happiness dominates the more informed individuals but is heavily present across all levels of feeling informed. Indifference is also spread fairly evenly across all levels of feeling informed. Very few people feel sad or angry, but they tend to feel more informed than not.

The majority of people do not have negative feelings towards ION/LRT. A correlation was found that those who were happier had a higher average rating of feeling informed. It was also discovered that those who were indifferent or worried had a lower average rating of feeling informed about the ION project. It's plausible to assume that if communication and information regarding ION/LRT were to improve then many of the businesses who feel less informed and worried could possibly become happier. It should also be noted that those who were angry tended to feel exceptionally well informed. There are only a few of these respondents and we suspect that the BIA may know who they are, but these individuals could potentially have a strong persuasion on other businesses. Their concerns should be listened to carefully, not squelched. They may provide opportunities the UpTown Waterloo BIA to help out.
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3) Recommended Action Plan: Construction Phase
The construction phase of the ION project is defined as the time period from June 2014 to the estimated completion of all construction of LRT stage 1 in 2017.

The ION project will provide the UpTown Waterloo BIA with an opportunity like no other before to demonstrate in a very real and tangible way why the UpTown Waterloo BIA matters. It is critical that the UpTown Waterloo BIA raise its profile among its members and be very visible during the construction phase. The members’ assessments of the UpTown Waterloo BIA’s performance during the construction phase will likely have a halo effect over the UpTown Waterloo BIA’s reputation. If the construction phase leaves members with a positive feeling toward the UpTown Waterloo BIA, that positive feeling will likely set the tone for all future interactions with the UpTown Waterloo BIA. If negative, the perceived effectiveness and worth of the UpTown Waterloo BIA will be questioned, and that legacy will be difficult to overcome for some members. As a result, it is critical that the UpTown Waterloo BIA is successful with its communication strategy.
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Communication Strategy
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Based on the research and analysis, the members of the UpTown Waterloo BIA are looking for support in the following ways from the UpTown Waterloo BIA.

1. Advertising support during the ION construction phase

2. Promotional assistance to help increase traffic for UpTown Waterloo BIA members prior to and during the ION construction phase

3. Information regarding the ION construction, scheduling and utility interruptions on a monthly or as needed basis to all UpTown Waterloo BIA members

4. Advocacy, assistance and representation of UpTown Waterloo BIA members’ best interests

5. Accessibility to all businesses during the construction phase

6. Parking information for UpTown Waterloo BIA members and their employees and customers
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Objective 1: To provide advertising support for BIA members during the ION construction phase

[image: image165.jpg]



Strategy:

· To help minimize revenue losses for the UpTown Waterloo BIA members during construction by advertising that UpTown Waterloo businesses are open during the ION construction phase
Audience:

· UpTown Waterloo BIA members
· Community members
· Local businesses
· Students
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Key Message:

· “We’re open for business!”
Tactics:

Advertising

· PRINT: Run advertising campaign “We’re Open for Business” in local newspapers during construction
phase

o  The Record, Waterloo Chronicle, SNAP

Example of Ad:
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· RADIO: Engage local radio stations to advertise and promote UpTown Waterloo businesses during
the construction phase

o  Interviews on 570 News

o  Advertising on KOOL FM, CHYM 96.7, KIX 106

· TV: Coverage and interviews on the CTV and Rogers
Secondary Research Support:

Portland-Milwaukie LRT respondents noted the following information channels through which they received information.1
	Channel2
	Effectiveness

	Email
	62.1%

	Print mailings
	48.8%

	Meetings (CAC and open houses
	20.1%

	Website
	28.3%

	Facebook
	7.7%

	Twitter
	3.1%

	Flickr
	0.2%

	Neighbourhood newspaper
	No data
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1 http://trimet.org/pdfs/pm/PMLR_Survey_Findings_Report.pdf
2 Ibid
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Objective 2: To promote and help increase traffic for UpTown Waterloo businesses prior to and during the ION construction phase
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Strategy:

· To increase awareness of the UpTown Waterloo BIA brand and Executive Director, Patti Brooks
· To increase traffic to the UpTown Waterloo core before, during and after construction
· To have the UpTown Waterloo core be perceived as a “destination”
· To expose new people and businesses to UpTown Waterloo
· To encourage businesses to open a location in or relocate their business to UpTown Waterloo
Audience:

· Community members
· Students
· Local and non-local businesses
· UpTown Waterloo BIA members
Key Message:

· “Discover something extraordinary! Everything is here for you!”
Tactics:

Lunch Buses

o Provide a unique UpTown Waterloo culinary experience by “busing” in businesses from Kitchener, Cambridge, Guelph and even Toronto
UpTown Dollar Program

o Provide UpTown businesses with UpTown Dollars they can give away to customers prior to and during construction to bring customers to UpTown Waterloo during the ION construction phase o UpTown Dollars would have an effective period corresponding to the construction
schedule for UpTown Waterloo

Direct Mail Campaigns

o Direct mail piece sent to local Waterloo residents promoting:
o UpTown Dollar incentive program during construction phase o events happening during construction
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Secondary Research Support:

o The “Lunch Bus” was a very creative initative that brought 14,000 people to UpTown Portland, OR restaurants, resulting in $12,000 income revenue to businesses and 51 new businesses after the LRT construction.3
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Objective 3: To provide information regarding the ION construction schedule and utility interruptions on a monthly or as needed basis to all BIA members
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Strategy:

· To keep the UpTown Waterloo BIA members informed on a monthly or as needed basis about the ION construction schedule, changes to the schedule, status of the construction as well as disruptions to customer access and interruptions of utilities service
· To provide information to UpTown Waterloo BIA members in a timely manner so that they can plan ahead, make preparations for any interruptions or disruptions to their business and communicate with their employees and customers
· To be as up front and open with the UpTown Waterloo BIA members as possible, especially when confronting negative developments such as project delays or extensions to construction timelines
Audience:

· UpTown Waterloo BIA members
· Community members
· Students
· Construction company
· Region of Waterloo
Key Message:

· “Keeping our members informed with what matters to them”
Tactics:

The mediums through which the UpTown Waterloo BIA members want the UpTown Waterloo BIA to communicate include the UpTown Waterloo BIA website, UpTown Waterloo BIA newsletters, social media and through a communications task force

· E-Blast campaigns
· UpTown Waterloo BIA newsletter
· UpTown Waterloo BIA website
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3 http://trimet.org/pdfs/publications/Livable-Portland.pdf
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Modify website to include an ‘LRT Information’ dropdown menu:

· Adding the ‘LRT Information’ menu item on the home page will allow members to locate/access LRT information quickly and easily.
Menu Items:

o Maps: During the survey research, the WLU project team identified that many UpTown Waterloo BIA members were unclear on the actual LRT route. In fact, it was one of the most commonly asked questions by members. To mitigate misunderstandings and to keep businesses informed, it is suggested that you place a copy of the LRT route on the UpTown
Waterloo BIA website.

o Schedule: Posting or linking to the LRT construction. The most commonly asked question during the survey research was, “When is construction going to start in front of my store?”
Publishing the LRT construction schedule will minimize repetitive questions about the construction phase and most importantly enable businesses to prepare appropriately.

o Parking: One of the greatest concerns of the UpTown Waterloo BIA members is parking. The research identified that members are concerned about employee and customer parking. Members are looking for information on where parking will be available for their customers and employees during construction. Posting a map which notes available parking during construction will resolve this concern and enable businesses to communicate this information to customers and staff. Additionally, businesses can link to the UpTown Waterloo BIA website when providing their customers with parking instructions, resulting in increased traffic to the UpTown Waterloo BIA website and stronger brand recognition. There is a lot of misinformation and controversy surrounding the future state parking plans. Having the future state parking maps available on the UpTown Waterloo BIA website will
[image: image189.jpg]



| 27

[image: image190.jpg]


[image: image191.jpg]


ION Project Consulting Report

[image: image192.jpg]



help businesses to better understand the future state parking plans and reaffirm the UpTown Waterloo BIA’s objective of keeping businesses informed.

o Events/Workshops: This menu item will provide a listing of all events taking place for UpTown Waterloo BIA members and the community.
o Resources: Providing links to the LRT-related resources will strengthen the UpTown Waterloo BIA’s position of keeping its members informed. In addition, it will allow the UpTown Waterloo BIA’s website to be a single source for all information related to LRT.
· From the survey and focus group research, the following resources were cited as the most popular in gaining information regarding the LRT:
· www.tri-tag.com
· Waterloo Region newsletter
· The Record
· www.rapidtransit.regionofwaterloo.ca
· Interestingly, information from the focus group session uncovered that one of the things preventing members from getting
answers to their questions was being unaware of the resources available to them. Having a ‘Resources’ menu item will combat this.
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o BIA Newsletters: 64% of survey respondents received information regarding the LRT project from the UpTown Waterloo BIA newsletter. This newsletter is a strong
source of information, and we recommend keeping a copy of each newsletter on your website.



Example of Possible Layout
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· Social Media
o Relevant LRT construction updates should be sent through social media sites such as Facebook, Twitter, Instagram and/or Flickr. Social media is another medium that can be used to keep members informed and ensure the UpTown Waterloo BIA’s messaging is being received by all age demographics. Additionally, updates could be streamed live on the UpTown Waterloo BIA website, so businesses don’t actually have to be on social media sites to see the news feeds.
· Communications Task Force
o The UpTown Waterloo BIA should initiate a BIA-led task force of BIA reps, business owners, community residents, representatives from local institutions and political representatives to keep all stakeholders engaged and informed with open lines of communication during the construction phase.
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· 24-Hour Construction Hotline
o If businesses have questions pertaining to scheduling, utility outages and other issues that may impact there business, they can get immediate answers by contacting the 24/7 construction hotline.
Secondary Research Support:

· Making the MAX website “User Friendly/ Easy to Navigate” was a recommendation made by businesses after the completion of the LRT “MAX” in Portland, OR.4
· Portland, OR found that they increased social media followers significantly by having them streaming on their website.5
· Email: Place more information regarding the topic in the body of the email for people who do not
want to click through. Send two emails re: upcoming meetings - one 10 to 14 days out and one 2 to 3 days out.6
· Website: Review navigation for ease of use and expand the use of video 7
· 24-Hour Construction - Business support8
o 24-hour construction hotline at 503-962-2222
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Objective 4: To advocate and represent the best interests of its UpTown BIA members
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Strategy:

· To advocate for the best interests of the UpTown Waterloo BIA members
· To ensure UpTown Waterloo BIA members feel that their voice is being heard and supported
· To provide assistance with financial programs, business workshops prior to and during the ION construction phase
· To build support for the UpTown Waterloo BIA and its mandate
· To build a stronger community
Audience:

· UpTown Waterloo BIA members
· Financial institutions
· Region of Waterloo
Key Message:

· “We’re in this together”
[image: image201.jpg]



4 http://trimet.org/pdfs/pm/PMLR_Survey_Findings_Report.pdf
5 Ibid
6 Ibid
7 Ibid
8 http://news.trimet.org/2013/07/se-portland-light-rail-construction-requires-detours-july-15-august-5/
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Tactics:

Door-to-Door Canvasing

o The UpTown Waterloo BIA should make personal visits to ensure members’ voices are being
heard and also that they are receiving communications.

o It is important that UpTown Waterloo BIA members understand what resources are available to them. Many business owners are busy and do not have the time to research what is happening and what is available. A visit would reaffirm that they are a valued member of the UpTown Waterloo BIA.
Business Seminars and Workshops

o There is a general interest in events that help improve business operations.
a. Marketing - UpTown Waterloo BIA could host a marketing event at the Region of Waterloo building

b. Sales - UpTown Waterloo BIA could help run workshops on how to generate revenue by creating an online marketing strategy and moving sales online

c. Financial - UpTown Waterloo BIA could introduce businesses to local banking partners and financial programs that could assist them during the construction phase. (Some businesses have already begun discussions with local banking partners to understand their options; it would be beneficial if all businesses were exposed to these opportunities)

d. Business Improvements - UpTown Waterloo BIA could arrange seminars with business consultants to speak on topics such as marketing plans, managing cash flows, first steps in exporting, how to attract business through social media, etc.

Marketing Agency

o As part of a “We’re in this together” key message, some of the UpTown Waterloo BIA members may be willing to offer their services free of charge as a contribution to the greater good of the UpTown Waterloo business community.
o The UpTown Waterloo BIA should seek out businesses that may be willing to provide a value-added service, particularly with respect to attracting customers to UpTown Waterloo during ION construction. To that end, the UpTown Waterloo BIA should attempt to secure the services of a marketing agency, an ad agency, a communications and/or consulting firm that may be open to designing and deploying a marketing campaign or at least to contributing to such a campaign.
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Secondary Research Support:

Financial and Management Assistance9
During construction of Portland’s Interstate line, TriMet (the transit authority) was able to assure that management and financial assistance were provided to businesses as a result of collaboration among the City, Portland Development Commission, Albina Bank, and Cascadia Revolving Fund, a non-profit community development financial institution. Lois Cortell, Portland Development Commission’s Urban Renewal Program Development Manager at the time, indicated that PDC offered business assistance in the form of pre-development assistance, business loans, and storefront façade improvement funds. A small loan program (up to $100,000) would be made available to businesses if their cash flow was impacted and they could not meet their obligations. Eligibility was relatively easy with qualification open to anyone directly on the Interstate Avenue Line.10
During Portland’s LRT implementation, business development experts campaigned neighbourhoods, helping owners apply for programs, examining books, arranging loans and carrying out other chores to help them upgrade.11
Portland Development Commission and Tri-Met, offered a variety of mitigation strategies from low-interest loans, technical assistance, storefront improvement grants, workshops and other programs on how to survive the construction period and thrive when it was over.12
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Objective 5: To ensure accessibility to all businesses during the construction phase
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Strategy:

· To maintain accessibility to all UpTown Waterloo BIA businesses during ION construction
· To provide information to assist customers with accessibility and parking to businesses during ION construction phase
Audience:

· UpTown Waterloo BIA members
· Community members
· Students
Key Message:

· “Our businesses are open and accessible during construction”
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9 http://trimet.org/pdfs/pm/PMLR_Survey_Findings_Report.pdf
10 http://www.gulfcoastinstitute.org/university/LightRail_Mitigation.pdf
11 Ibid
12 Tri-Met, 2005
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Tactics:

Advertising/Signage

o BIA to provide signage to reflect how to access businesses
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Baton Rouge

o BIA to provide visible signage for temporary parking
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Objective 6: To provide parking information to BIA members and their customers
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Strategy:

· To provide BIA members with information on parking availability for their employees and customers to minimize negativity
· To advertise that parking is not a barrier to coming to UpTown Waterloo
Audience:

· UpTown Waterloo BIA members
· Community members
· Student
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Key Message:

· “We saved you a spot”
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Tactics:

· Website:
o Adding “Parking” to LRT Dropdown Menu
· Signage
o Clear signage indicating where parking is available during construction
· Advertising
o “We saved you a spot”
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o Breaking down perceptions and barriers of construction.
· Free Parking program
o Focus group suggested that the UpTown Waterloo BIA negotiate free parking with the City of Waterloo during construction to promote more visitors to the core. Additionally, the UpTown Waterloo BIA could

speak with private parking owners to see if they would be open to letting people park during construction.

They also want the BIA to ensure adequate customer and employee accessibility to their businesses and to provide parking information to its members and their customers during ION the construction phase.

The BIA must be as up front and open with its members as possible, especially when confronting negative developments such as project delays or extensions to construction timelines. BIA members must be fully informed so that they can plan ahead, make preparations and communicate with their employees and customers. The survey data suggests that communications should be delivered monthly, although many respondents requested updates when the BIA feels it is required.

The BIA should strive to increase member awareness of the BIA, its Executive Director and staff and make every effort to strengthen the BIA brand by changing the attitudes of members from “Worried/Indifferent” to “Happy”. The survey data suggests that effective communication with all members could convert those members who are “worried” or “indifferent” about the ION project to feeling “happy” about the project.
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Lettar of Understanding

Thank you for the opportunity to propose the following Letter of Understanding for the UpTown
Waterloo Business Improvement Area Board (herein referred to as the UpTown Waterloo BIA). As the
pace of urban development In the core has quickened, sevaral eritical strategic declslons have been
made by Reglonal and City Councll to ensure that public transportation is viable and satisfles community
needs golng forward. The pending construction of an advanced light rall system (nerein referred to as
10N) through the Reglonal Municipality of Waterioo will change the way people mova throughout
Waterloo Reglon. However, the construiction of ION will also create several challenges and directly
Timpact both the short term and long term success of the UpTown Waterloo BIA's members,

1) Background

As the ION project continues to be pushed forward by Reglan of Waterloo Councll and a pending
construction start date continues to move ever closer, the UpTown Waterloo BIA needs to best equip
itself to represent, manage and protect the needs of its more than 450 members. For many of the
UpTown Waterloo BIA members, the construction of the ION system will directly impact the way In
which thelr business operates. For some, this will involve massive reconstruction directly in front of thelr
place of business, while for others it will mean (mpacts to traffic flow as the closing of roads will force
the use of detours.

The UpTown Waterloo BIA wants to ensure that all of its members can successfally manage through
the construction period and be In 2 position to reap the positive impact of the advanced transportation
system. In order to accomplish this, the UpTown Waterloo BIA wants to project a posltive message,
while at the same time Identify any and all concerns and questions of its members. While a number of
resources, both through the City of Waterloo and Reglon Council exist the UpTown Waterloo BIA needs
a communicatlon and actlon strategy to inform and asslst its members,

Itis the overall goal of the UpTown Waterioo BIA to develop a solld understanding of the questions,
concerns and expectations Its members have regarding the ION project, its impacts on thelr businesses
and the role the UpTown Waterloo BIA will have In representing and acting on behalf of their

businesses.
Underlying assumptions Include, hut are not iimited to;

sWaterloo Reglon Councilis expected to finalize and approve the 10N project, including the
planned construction that will directly affect UpTown Waterloo BIA members.
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Implementation

Overview of Implementation Strategy
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	Tactic
	
	Target Audience
	Timing
	Cost
	Responsibility

	
	
	
	
	
	

	BIA Website
	-
	BIA members
	Immediately
	Low
	BIA

	-
	Maps
	-
	Community
	
	
	

	-
	Resources
	-
	Students
	
	
	

	-
	Schedule
	
	
	
	
	

	-
	Events/Workshops
	
	
	
	
	

	-
	Newsletter
	
	
	
	
	

	Business Seminars & Workshops
	-
	BIA members
	Continuous
	Med -
	BIA

	-
	Financial Assistance
	-
	Financial
	
	High
	Financial

	-
	Business Improvements
	
	institutions
	
	
	institutions

	-
	Marketing
	
	
	
	
	

	-
	Sales
	
	
	
	
	

	Social Media
	-
	BIA members
	Immediately
	Low
	BIA

	-
	Twitter
	-
	Community
	
	
	

	-
	Facebook
	-
	Students
	
	
	

	-
	Instagram
	
	
	
	
	

	-
	Flickr
	
	
	
	
	

	Advertising
	-
	BIA members
	During
	Med –
	BIA

	-
	Radio
	-
	Community
	Construction
	High
	

	-
	Print (Newspaper)
	-
	Students
	
	
	

	-
	Online
	-
	Local businesses
	
	
	

	-
	TV
	
	
	
	
	

	Direct Mail Campaign
	-
	Community
	During
	Med
	BIA

	
	
	-
	Students
	Construction
	
	

	Marketing Agency
	-
	BIA members
	Immediately
	Low
	BIA

	
	
	-
	Community
	
	
	

	
	
	-
	Students
	
	
	

	Door to Door Canvasing
	-
	BIA members
	Immediately
	Low
	

	
	
	
	
	
	

	UpTown Dollar Program
	-
	Community
	Immediately
	High
	BIA

	
	
	-
	Students
	
	
	BIA members

	
	
	
	
	
	

	Lunch Bus
	-
	Local and non-local
	During
	High
	BIA

	
	
	
	businesses
	Construction
	
	

	24 Hour Construction Hotline
	-
	BIA members
	During
	High
	Construction

	
	
	-
	Construction
	Construction
	
	company

	
	
	
	company
	
	
	

	Communication Task Force
	-
	BIA members
	Immediately
	Low
	BIA

	
	
	-
	Community
	
	
	

	
	
	-
	Students
	
	
	

	Parking Signage
	-
	BIA members
	During
	High
	BIA

	
	
	-
	Community
	Construction
	
	Construction

	
	
	-
	Students
	
	
	company

	
	
	
	
	
	

	Free Parking Program
	-
	BIA members
	During
	Med
	BIA

	
	
	-
	Community
	Construction
	
	

	
	
	-
	Students
	
	
	


[image: image233.jpg]2) Ohjectives and Scope

The purpose of the WLU consultation profect will be to Identify specific challenges faced by the
Waterloo UpTown BIA's memhearship with regard to the ION project. This will include the
development of a strategic communleation plan for the UpTown Waterloo BIA throughout the ION
projacts construction phase. The projact will also Involve directly contacting the UpTown Waterloo
BIA membership to identify concerns and to propose ways that the UpTown Waterloo BIA can
provide assistance to its members' challenges.

Deliverables:

1) Design a survey specifically targeted to UpTown Waterloo BIA members to Identify the
current fevel of education on the Impacts of the 10N project, the level of concem individual
members have in relation to the 10N project, the specific concerns and challenges of
Individual members and the expectations they have from the UpTown Waterloo BIA with
respect to the ION project.

1) Execution of the surveys as described balow:
a. Online survey sent to the emall maliing list already established from the UnTown
Waterloo BIA membership.
b. Those members not on the established eraail mailing list will be contacted or in person
to deliver a hard copy of the survey or petfor the survey verbally,

Based on the previous response rates that the Waterloo UpTown BIA has experienced with
surveys, the goal of the project will be to achleve a minimum 30% response rate,

1) Analysis (collection, compilation and categorization) of the survey results to identify the
: bearing of individual members as well as collactive concerns and expectations.

) Interview key stakeholders within the Region of Waterloo that are.not members of the
UpTown Waterloo BlA to soilcit input into how 10N wilt impact how they dellver thelr
services to the Region. These stakeholders include, but are not limited to, the Waterloo
Regional Pollce Service, Waterloo Fire Rescue and Waterloo Emergency MedIcal Services,

V) Development of a recommended communication strategy and posstble actions for the
UpTown Waterloo BIA and its members throughout the ION construction project.

"} Secondary rasearch, will be completed to Identify lessons learned and similar challenges
produced by a major transit system upgrade and what solutions were effective in resolving
these Issues.
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[image: image236.jpg]Vi) Delivery of a final repart, Identifying the potential challenges of the UpTown Waterloo BIA
membership, and proposed sofutions that the UpTown Waterloo BIA board can conslider to

address these concerns.

VIll)  Delivery of a prasentation to the Waterloo UpTown BIA board summarlzing the report.

3) KeyPhases

sintroduction of team to UpTown Waterloo BIA members

sSurvey development (inctudes client and Research Ethics Board approval)
eData collection

oData Analysis

ePreliminary review of findings

sReport Writing & Completion

=Client Communication & Presentatlon

4) Benefits A

eDepth and detall of information to be collected will be sufficient to draw meaningful insight and logical

conclusions,
«Third party, impartial perspective of the impact of the ION project on UpTown Waterlco BIA members.

«Diverse employment and educational backgrounds of the project team to offer diverse perspectives on
collection and anaiysis of data. .

5) Expenditures

a) All expenses for the printing and distribution of the survey will be covered by the UpTown

Waterloo BIA,
b) The group will reserve the right to request the UpTown Waterloo BIA to cover over expenditures -

for recommended group activitles In direct relation with this project after the Initlaf $2500 that
the UpTown Waterloo BIA pald to Wilfrid Laurler University has been exhausted. This can
Include, but is not limited to, travel expenses for out of town meaetings, such as the National BIA
meeting, betwaen April 27-29™, in Hamliton. For all proposed expenditures, the UpTown
Waterloo BIA will reserve the right to approve or decline.

6) Appendices

UﬁTawn Waterloo BIA Website;

htto/fwww, Up Townwaterloobig,.corm/




4) Thinking Toward the Future of the UpTown and ION
The primary goal of this report is to provide the UpTown Waterloo BIA with a master communication and action plan strategy for the upcoming years during which the construction will impact UpTown Waterloo BIA members. While reviewing the actions that the UpTown Waterloo BIA can complete to assist its members during the construction of the ION project in UpTown, several long-term considerations were reviewed. The following section outlines objectives that the UpTown Waterloo BIA will need to consider in the long term vision of the development of the UpTown Waterloo corridor.
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Concerns with Increased Population and Employer Density
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According to the Region of Waterloo’s Transportation Master Plan13,14, an additional 110,000 to 265,000 people and jobs will be added within 800 meters of ION transit stations over the next 20 years. As of right now, UpTown Waterloo has the highest density of all identified areas, with 197 people and jobs per hectare.

With this expected increase in population and job density, it is expected that the ION system’s ridership will follow a similar trend in increased ridership.

Light Rail Ridership, Selected Cities

	City
	Average Daily Boarding’s
	Route (KM)
	Population (2012)

	Calgary
	259,000
	53
	1,096,833

	Edmonton
	97,120
	13
	1,159,869

	Sacramento
	58,000
	59
	2,600,000

	Waterloo Region (2031)
	56,250
	35
	731,000 (2031 Estimate)

	St. Louis
	52,400
	74
	2,795,794

	Salt Lake City
	43,200
	30
	1,145,905

	Houston
	38,800
	12
	6,177,035

	Jersey City
	38,200
	44
	254,441

	Baltimore
	36,400
	48
	2,690,886

	Phoenix
	33,400
	32
	4,263,236

	San Jose
	32,900
	68
	1,975,342

	Waterloo Region (2014)
	27,000
	35
	559,000

	Minneapolis
	26,500
	19
	3,422,264

	Pittsburgh
	25,000
	40
	2,360,733


As the density of residents and jobs continues to increase, specifically after the construction of the ION project is completed, the UpTown Waterloo BIA will need to develop a strategy that capitalizes on both the increase in population and employer density as well as on those ION riders who will travel directly through the UpTown Waterloo corridor.


13 http://www.regionofwaterloo.ca/en/regionalGovernment/resources/RTMP_FINAL_REPORT_PDF.pdf
14 http://www.therecord.com/news-story/4631765-downtown-after-lrt-what-s-next-/
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City of Calgary Transportation and Parking Model


An example of a real world commuter trends with other light rail transit systems is the city of Calgary. The majority of Calgary’s employment is located in two geographic locations, with 24% located downtown and 34% located in the East Industrial Park. Both locations are serviced by the light rail system in place throughout the city. Before implementing the LRT, the City mock tested the route with the “Blue Arrow” rapid buses. The City also implemented complimentary park-and-ride program along with feeder bus routes. The LRT first opened in 1981 on time, on budget, and quickly gained target ridership.

Calgary has intentionally restricted the availability of parking in the city core. They have a policy of one parking space for every 1500 sq ft of net floor area in the downtown core. For those that cannot accommodate this, they offer a cash-in-lieu program. The cash is then used to construct park-and-ride structures on the periphery of the LRT routes. In the last 40 years, downtown employment has tripled, but the number of parking spaces has declined. Calgary has the highest monthly fees for downtown parking in Canada.

Calgary is experiencing an East West traffic problem. Suburban residential development is focused on the West end while employment growth continues on the East end. Traffic congestion is bad along that corridor. At suburban transit stations, over 50% of passengers access the LRT by feeder buses. Calgary’s focus seems to be getting people to work, not necessarily getting people to the downtown core. The downtown core just happens to be a large component of where people work.


Identifying Possible Community Partners


Currently, the UpTown Waterloo area is viewed primarily as a destination to dine and shop. With the increase in population expected over the next 20 years and the rate that residential property developments in the UpTown Waterloo area are increasing, the view of UpTown Waterloo could flip to being a place to live. With this in mind, the UpTown Waterloo BIA strategy may change to focus on how to ensure those living in the UpTown Waterloo area also shop and dine at Uptown Waterloo BIA members’ businesses. If, in the future, the UpTown Waterloo area develops as expected into a residential-intense environment, the risk is that, with easy access to both Conestoga Mall and Fairview Park Mall on the ION route, light rail will carry consumers out of the UpTown Waterloo area instead of bringing consumers into the UpTown Waterloo area.

The UpTown Waterloo BIA and its members can capitalize on the benefits of the ION system by specifically linking with key industries and groups within the Waterloo Region. Two specific groups have been identified as potential targets with which the UpTown Waterloo BIA could better link in order to ensure that the UpTown Waterloo corridor will become the most desirable place to live, work, shop, and dine.

First, the high-tech sector is a community that endorses the ION transit system, and a large number of firms are located near the ION transit stations. Companies such as Open Text, Google, and Desire2Learn have employees who are likely to want to take light rail transit to work and are likely to be the target of future residential
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developments in the UpTown Waterloo area. The UpTown Waterloo BIA and its membership should look at possibilities to link with high-tech industry to attract consumers into the UpTown Waterloo core.

The next group identified as a working partner target for the UpTown Waterloo BIA and its membership is post-secondary educational institutions. The University of Waterloo, located directly on the path of the ION transit system, provides the UpTown Waterloo BIA with an estimated 35,000 students who can become UpTown Waterloo consumers. Students, as well as faculty and staff at these institutions, are also targets for the future residential developments in the UpTown Waterloo area. The student population seeks the UpTown Waterloo area for its dining and nightlife. There are considerable possibilities to expand students and academics total consumerism in the UpTown Waterloo area.

High-tech businesses that have endorsed the ION project:

•Communitech

•Canada’s Technology Triangle

•Open Text

•Google

•Desire2Learn

•Perimeter Development Corporation

•Tech Capital Partners

Post-secondary institutions that have endorsed the ION project:

•University of Waterloo

•University of Waterloo Federation of Students

•Wilfrid Laurier University Student Unions

•Perimeter Institute for Theoretical Physics


Promoting a Walkable UpTown Waterloo


According to WalkScore.com, Waterloo currently has a Walk Score of 44. This means that Waterloo is a car-dependent city in which most errands require a car to complete. With the ION transit system, the UpTown Waterloo corridor has a unique opportunity to advertise and brand itself as a genuine walkable area.
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In looking at the current walkable score map, the UpTown Waterloo and Downtown Kitchener areas are identified as much more walkable then other areas in both cities. This trend is also noticeable in the restaurant choices map. Specifically within the high tech community, the ability to walk or take public transit to desirable destinations, such as restaurants, is a very desirable identity within the host city.


When looking at the transit time map, it is clear that the University area already has a high level of transit systems in place. By expanding the transit systems in the University area with the ION Transit systems, the UpTown Waterloo BIA should focus on ways to link with students, staff and faculty to ensure they do business in the UpTown Waterloo area.


By advertising the UpTown Waterloo area as a walkable area, specifically to the high-tech and post-secondary institutional community, UpTown Waterloo can be branded as a one-stop shop to live, work, shop and dine. This will assist the UpTown Waterloo BIA and its members to ensure that, as the UpTown Waterloo turns into a place to work and to live, those within the UpTown Waterloo area also become UpTown Waterloo consumers.


| 38

ION Project Consulting Report


Appendix A: Survey Used for Data Collection

Q1: Have you heard about the ION/LRT Project?

Yes

No

Q2: If yes, where did you get your information about the ION/LRT Project?

(Please choose all that apply)

TV

Radio

Newspaper

Internet / Website

Region of Waterloo newsletter

UpTown Waterloo BIA newsletter or email

UpTown Waterloo BIA Lunch & Learn session

Peer (fellow member of UpTown Waterloo BIA)

Mail /Email from a mayor or regional councillor

Mail / Email from a pro-ION/LRT or anti-ION/LRT advocacy group

Other (please specify) ______________________________

Q3: How well informed do you think you are about the ION/LRT Project? (Circle one)

	(Scale: 1 = I do not know anything about ION/LRT
	
	10 = Expert on the subject of ION/LRT)
	

	0
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


Q4: If you are doing anything to prepare for the ION/LRT Project, please list up to 2 things you are doing.


1.

2.

Q5: If you could ask one question about the ION/LRT Project, what would it be?
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Q6: How much of your business comes from people visiting your physical location? (Choose one)

All

Most

Half

Some

None

Q7: During the ION/LRT construction phase, what are your top 3 concerns?

(Pick your top three concerns and number them 1, 2 or 3 in the space provided)

Noise

Dust & debris

Utility (power or water) interruption

Emergency (Police/Fire/Ambulance) service accessibility Customer foot traffic accessibility

Customer vehicle accessibility (detours, lane restrictions, entrance closures) Customer parking

Shipping and receiving accessibility Lost sales

Increased rent or property tax

Other: Please expand on any of the above or add additional items of concern


Q8: What are your top 3 concerns once ION/LRT is completed and the new transit system is running?

(Pick your top three concerns and number them 1, 2 or 3 in the space provided)

Noise

Dust & debris

Utility (power or water) interruption

Emergency (Police/Fire/Ambulance) service accessibility Customer foot traffic accessibility

Customer vehicle accessibility (detours, lane restrictions, entrance closures) Customer parking

Shipping and receiving accessibility Lost sales

Increased rent or property tax

Other: Please expand on any of the above or add additional items of concern
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Q9: How would you like to receive information about the ION/LRT Project from your UpTown Waterloo BIA? (Choose all that apply)

Newsletter

Email

Face to face / In person

Other (please specify) ___________________________________________

Q10: How often would you like to receive this information?

Weekly

Every two weeks

Monthly

Never

Q11: What character best represents your feelings towards the ION/LRT Project?


	HAPPY
	
	
	SAD
	
	
	ANGRY
	
	
	WORRIED
	
	
	
	INDIFFERENT

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	



Q12: How can the UpTown Waterloo BIA help you through the ION/LRT project transition?


Q13: Are you open to having an UpTown Waterloo BIA representative contact you directly, to discuss an idea you have expressed in your responses above?

YES

o If yes, please provide your contact information below.
_____________________________________________________

NO
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Q14: Would you be interested in participating in a group discussion, together with a few other UpTown Waterloo BIA members, about the ION/LRT Project transition?

Yes

No

Q15: Below, please provide any additional comments you have for the UpTown Waterloo BIA.
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Appendix B: Letter of Understanding
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