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 EXECUTIVE SUMMARY 
Grand River Transit (GRT) provides transit services across the Regional Municipality of Waterloo. 

GRT’s specialized transit service, MobilityPLUS, provides accessible transit to eligible customers 

that have a disability that impacts their ability to use GRT’s conventional bus and light rail services. 

In recent years, MobilityPLUS has experienced challenges stemming from increasing demand and 

advancing government regulations. 

Left Turn Right Turn (LTRT) was retained by GRT to conduct a comprehensive service review of 

MobilityPLUS, GRT’s specialized transit service. The first phase of this project began with a current 

state assessment to evaluate current procedures, practices and services. To support this 

discovery, five members of the team spent a week on-site observing the operations and 

interviewing employees and customers.  

On-site observations were conducted with front-line staff to shadow their day-to-day activities and 

identify challenges and inefficiencies.  The following GRT functions were shadowed:  

- Customer service and registration staff 

- MobilityPLUS reservationists and dispatchers 

- Schedulers 

- Operators (ride-a-longs) 
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In addition to job shadowing, meetings were held with GRT staff and stakeholders to discuss key 

challenges and gaps regarding specific practices and processes described in Figure 1 below.   
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Figure 1 – Current state assessment meeting topics   

The on-site discovery session findings showed that MobilityPLUS staff have a strong dedication to 

serve customers and are eager to make required changes to improve efficiency and customer 

service. Staff were highly engaged and provided valuable insight into current challenges and areas 

of improvement. MobilityPLUS staff dedication to the service was reflected in the consistently 

positive comments heard from customers and stakeholders.  

GRT has also demonstrated forward thinking with regards to service delivery. The organization has 

made a deliberate effort in recent years to integrate MobilityPLUS with the conventional bus and 

ION services – a best practice referred to as Family of Services.  

 KEY CHALLENGES 
Through on-site discovery sessions and supporting analysis, the following key challenges were 

identified. These are described in detail in section four of the report and summarized in Figure 2 

below.  

 

Figure 2 - Key Challenges 
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Based on interviews and job shadowing with staff, preliminary analysis of data and LTRT’s collective 

expertise in industry best practices, 55 potential service improvements were identified in the Interim 

Report in April 2020. The second phase of this project focused on analyzing these potential 

opportunities to narrow in on the highest value recommendations. The final recommendations are 

presented in section five of this report with supporting analysis. Recommendations have been 

categorized into focus areas as described in Figure 3 below and further detailed in the subsequent 

section.  

 

 

Figure 3 - Overview of Focus Areas 
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 FOCUS AREAS 
Eligibility and Registration 

Eligibility and registration related recommendations 

predominately address eligibility criteria and processes 

including application of best practices and addressing 

overlapping roles. The current structure and processes 

pose a risk of less equitable and efficient transit service. 

The key recommendations of this focus area include 

updating eligibility guidelines, expanding types of eligibility 

condition and re-establishing an appeals panel. The intent 

of these recommendations is to bring MobilityPLUS into 

alignment with specialized transit best practices in 

Ontario and ensure service is more equitable and 

efficient. 

Customer Service 

Customer service-related recommendations address the 

challenges found in customer processes and 

communications. While customers have positive 

relationships with operators and reservationists, 

MobilityPLUS does not have processes in place to seek 

feedback and identify areas of improvement in customer 

experience. The main source of feedback is received 

through complaints. However, there are multiple  
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channels and departments involved in the handling of complaints and inconsistencies in this 

process has led to customer frustration and confusion with regards to complaint resolution. Key 

recommendations in this focus area include improving the customer complaint process and 

introducing a MobilityPLUS customer survey. 

Operations 

Operations-related recommendations address challenges 

found in processes and policies of trip booking and 

cancelling, day-board practices and demand management. 

Operational challenges stem from processes that give 

priority to trip purpose and group bookings, which lead to a 

high unaccommodated rate for other customers, resulting 

in a less equitable service. One example is the frequent 

cancellation of trips by customers who book early in the 

current 28-day window. This practice does not align with 

peers and has led to inefficiencies due to rescheduling and 

no-shows. Key recommendations to address these issues 

include reducing the booking window, eliminating trip 

purpose, introducing a cap on subscription trip booking 

and eliminating the prioritization of group bookings. 

Scheduling and Service Planning 

Some of the current scheduling and service planning 

processes do not make use of best practices which can 

result in service inefficiencies. Ultimately, these 

inefficiencies lead to a high rate of no-shows and 

unaccommodated trips. These recommendations aim to 

enhance service planning and scheduling capacity and 

align with best practices. The result will be a more efficient 

service with more people getting to where they need go 

when they want. Key recommendations include reducing 

the scheduling window to the night before and better   

aligning vehicle service hours to demand. 
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Delivery Model 

Like many other specialized transit providers, 

MobilityPLUS is experiencing ineffective service support 

from taxi providers. Under the current operating 

agreements, they are unreliable partners particularly with 

regards to accessible service. Not only has this led to poor 

service quality but it also negatively impacts the efficiency 

of in-house scheduling which turn increasing taxi usage 

and the taxi budget. Addressing these issues will enable MobilityPLUS to gain better understanding 

and control of its non-dedicated service and there-by improving efficiency and service quality. Key 

recommendations include cancelling the commuter bus and reviewing the process for procuring 

contracted accessible trips.  

Organizational Design and Communication 

Much of the previously discussed issues and 

recommendations can be seen to stem in part from 

challenges in organizational structure and 

communication. Recent structural changes have helped 

GRT move towards a family of services model. However, 

they have also led to the disconnect between 

MobilityPLUS staff and management and some 

inefficiencies between teams. Key recommendations to 

address these challenges include review of the 

organizational structure, creation of a MobilityPLUS lead 

at the senior management table and adjustment of 

clerical roles.  

Review process for procuring 

contracted accessible trips 
DM.2 

Cancel or revamp commuter 

bus 
DM.1 

 

Create a MobilityPLUS seat in 

senior management 
OD.2 

Review organizational 

structure of operations 
OD.1 

Adjust clerical roles to improve 

efficiency 
OD.6 
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 IMPLEMENTATION PLAN 
The recommendations in each focus area as described above were evaluated independently before 

being grouped into the following nine packages to simplify implementation and to highlight 

relationships and interdependencies. Details of all opportunities and final recommendations with 

analysis can be found in section five of this report, with a detailed roadmap in Appendix 1. 

Booking and Cancellation Policies 

Short Term 

- OP.1- Reduce booking window 

- OP.2- Eliminate trip purpose for booking 

trips 

- OP.3- Introduce cap on number of 

subscription trips per timeslot and develop 

a subscription review process 

- OP.4- Modify cancellation policy 

- OP.5- Provide equity between group and 

individual booking  

- OP.14- Update support person policy to 

include mandatory support person and 

allow children to have a support person 

Medium Term 

- OP.8- Introduce a process to track 

frequent no-shows and late cancellations 

Subscription Trip Policies 

Short Term 

- ER.13- Develop criteria for processing 

renewals 

 

Operational Enhancements 

Short Term 

- OP.11- Streamline incident management 

reporting 

- SP.6- Eliminate paper manifests 

Long Term 

- SP.8- Collaborate with adjacent providers 

on cross-boundary travel 

 

Medium Term  

- ER.1- Align eligibility guidelines according 

to functional limitations to support decision 

making 

- ER.8- Update in-person assessment tool to 

include mental health disabilities and 

require OTs to score all assessments  

- ER.11- Implement a Quality Assurance 

Program to audit eligibility decisions 

- ER.12- Re-establish, recruit and train an 

appeals panel 

Eligibility and Assessment 

Short Term 

- ER.2- Expand types of conditions under 

‘conditional’ category 

- ER.3- Make dialysis an eligibility condition 

- ER.4- Extend winter eligibility 

- ER.5- Include a healthcare professional 

component in application 

-  
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Short Term 

- OD.6- Adjust clerical roles to improve 

efficiency 

 

MobilityPLUS Organizational Review 

Medium Term 

- OD.1- Review organizational structure of 

operations 

- OD.2- Create a MobilityPLUS seat in 

senior management 

  

Scheduling Process Improvements  

Short Term 

- DM.1- Cancel or revamp commuter bus 

- OP.10- Develop consistent and shared 

day board processes 

- SP.1- Reduce scheduling window 

- SP.2- Align vehicle service hours to 

demand 

- SP.5- Document scheduling work 

processes 

- SP.7 - Ensure better and broader 

TripSpark knowledge 

-  

Long Term 

- SP.4- Improve performance monitoring 

and data analysis for scheduling 

Alternate Service Delivery 

Medium Term 

- DM.2- Review process for procuring 

contracted accessible trips 

- OP.9 – Track taxi company fleet 

- SP.3- Create taxi manifests for taxi-only 

hours 

-  

Internal Communications  

Short Term 

- OD.3 – Increase cross-functional team 

communications 

- OD.4- Foster more communication with 

MobilityPLUS staff 

- OD.5- Relocate MP supervisor’s desk to 

be with MP dispatchers and 

reservationists 

Customer Experience Enhancements 

Short Term 

- CS.1- Improve customer 

contact/complaints process 

- CS.2- Update welcome package and 

website content 

- CS.5 - Improve data collection to enrich 

customer profiles 

- OP.6- Implement online booking 

- OP.7- Provide customers with advanced 

notifications 

- ER.14- Enhance the travel training 

tracking tool 

-  

Long Term 

- ER.7- Consider discontinuing free 

conventional rides 

Medium Term 

- CS.3- Prepare and administer a 

MobilityPLUS customer survey 

- CS.4- Provide MobilityPLUS customers 

with alternative fare payment options 
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The packages described previously are outlined in Figure 4 below.  A detailed roadmap is included 

in Appendix 1. 

 COMMUNITY INPUT AND COMMUNICATION PLAN 
It is recommended that all customer facing recommendations should be publicly communicated in 

an effective manner and by utilizing appropriate methods. Quick win opportunities should be 

communicated sooner and medium to long-term recommendations be communicated in 

conjunction with a comprehensive community input process. A Community Input and 

Communication Plan (see section seven) has been developed to help guide GRT staff with public 

engagement regarding the recommendations 

Figure 4 - MobilityPLUS high level roadmap 


