June 7, 2025

Passenger Rail Feasibility Study: Alberta
Net-Zero Transportation Research Report: (06/02 — 06/08)

Weekly plan:

o Study past and ongoing rail project timelines (e.g., Ontario Line, REM Montréal, Amtrak Airo) to establish realistic
phase durations.

o [dentify Alberta-specific permitting, land-use, and environmental assessment timeframes.

¢ Evaluate the advantages and risks of each model in Alberta’s economic, geographic, and political context.

® Propose a hybrid procurement strategy balancing efficiency, accountability, and equity.

e Begin developing Indigenous and local participation strategies for contracts and labour

e Determine service staging priorities: urban trunk line, suburban/commuter connections, rural/Indigenous extensions.

¢ Develop a modular deployment framework allowing upgrades and expansions without disrupting earlier stages.

o [dentify contingency tools such as buffer timelines, reserve budgets, adaptive contract clauses, and regulatory
waivers.

¢ Analyze existing governance models (e.g., Metrolinx, TransLink, Infrastructure Ontario) and their applicability to
Alberta.

o Draft the full Implementation Roadmap section, including all prior research findings and recommendations.

Goals:

¢ Define the full lifecycle of the rail project: pre-construction, procurement, construction, commissioning, and
operational rollout.

o [dentify SMART milestones for each phase, allowing for mid-course corrections.

o Align these phases with federal and provincial infrastructure funding cycles and emissions targets.

¢ Analyze potential models such as Design-Bid-Build (DBB), Design-Build (DB), and Public-Private Partnerships
(P3/DBFM).

e Recommend strategies for ensuring inclusive procurement, including Indigenous and local business participation.

e Sequence project roll-out based on regional demand, infrastructure readiness, equity considerations, and budget
availability.

o Address integration with existing transportation networks and transit-oriented development (TOD) planning.

o Anticipate and classify risks: financial, legal, environmental, political, labour, and supply chain.

e Recommend mitigation tools such as independent oversight, digital monitoring systems (e.g., BIM), or phased
contracting.

o Suggest mechanisms for continuous community engagement, transparency (e.g., dashboards), and intergovernmental
accountability.

e Recommend the formation of an Alberta Passenger Rail Authority or Joint Implementation Board to oversee
execution.
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Implementation Roadmap

The Implementation Roadmap serves as the actionable blueprint for delivering a net-zero intercity passenger rail system in
Alberta. It outlines how the project moves from concept to operation — through phases of planning, procurement,
construction, and governance — while addressing economic, environmental, and social realities.

1. Project Timeline and Milestones

The timeline includes five major phases:

e Pre-construction (2025-2027): Final feasibility, public consultations, permitting, and design.

e Procurement (2027-2028): Tendering, contract negotiation, land acquisition.

e Construction (2028-2034): Site preparation, civil works, track laying, station development.

o Testing and Commissioning (2034—2035): Safety validation, staff training, system integration.

e  Operational Rollout (2035-2040): Phased activation of lines and expansion based on demand.
Milestones should be set quarterly and reviewed annually to manage progress, scope creep, and external shocks (e.g.,
inflation, political shifts).

2. Procurement and Construction Strategy
The procurement model must strike a balance between efficiency, cost-effectiveness, and social responsibility. Options
include:

e Design-Build-Finance-Maintain (DBFM) under a Public-Private Partnership (P3) model, where a private

consortium designs, builds, and operates the service for a fixed term.

o Traditional Design-Bid-Build (DBB) for smaller, locally delivered segments.

e Progressive Design-Build for collaborative engagement during design refinement.

Key Strategies:

e Include Indigenous procurement goals and social value contracts.

e Mandate low-emissions construction practices (e.g., electric machinery, sustainable materials).

e Use digital construction tools like BIM (Building Information Modeling) and PMIS (Project Management

Information Systems).

3. Phased Deployment
Given Alberta’s vast geography and varying urban densities, the project should roll out in prioritized stages:
Stage 1: Calgary—Red Deer—-Edmonton Corridor

o High-demand, high-visibility pilot route

o Connects major urban centres, reducing traffic congestion and emissions
Stage 2: Regional Extensions

o Connectors to smaller municipalities like Leduc, Airdrie, Sylvan Lake

o Align with economic development zones and tourism corridors
Stage 3: Indigenous and Rural Inclusion

o Expand to underserved First Nations and rural regions

o Enable access to jobs, education, and healthcare
Each phase must consider:

e Ridership forecasts

e Infrastructure readiness

e Environmental constraints

e Social equity and accessibility
4. Risk Management and Contingency Planning
Major infrastructure projects are exposed to a range of risks:

¢ Financial: inflation, cost overruns, global supply chain volatility

e Political: change in leadership or policy priorities

e Legal: permitting delays or land acquisition disputes

e Social: community opposition, labor shortages
Risk Mitigation Tools:

o  Build buffer timelines and contingency funds into the roadmap

o  Use third-party oversight and audit mechanisms

e Allow for design flexibility to incorporate future technologies

o Develop a Risk Register and update it quarterly
5. Governance and Stakeholder Coordination
Execution will require a collaborative governance model with shared responsibility:

o Proposed Authority: Alberta Passenger Rail Agency (APRA)

o Manages design, delivery, community engagement, and operations
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o  Works closely with municipalities, Indigenous governments, Infrastructure Canada, and private sector
partners
e Oversight and Transparency:
o Public performance dashboards (KPIs)
o Quarterly reporting to legislative committees and Indigenous advisory councils.
e Engagement Models:
o Establish regional working groups
o Include community benefit agreements (CBAs)
o Fund local capacity-building initiatives to ensure inclusive participation
6. Sustainability and Innovation Integration
e Leverage low-carbon construction and circular procurement principles.
e Integrate smart technologies: Al-based train scheduling, renewable energy-powered stations, and
predictive maintenance systems.
o Align with green finance instruments (e.g., green bonds, ESG investment funds).
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