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Transportation Standing Committee
February 9, 2026

TO: Chair and Members of Transportation Standing Committee
FROM: Brad Anguish, Acting Chief Administrative Officer

DATE: February 3, 2026

SUBJECT: Core Service Plan

ORIGIN

February 11, 2025 Halifax Regional Council Information Item (21.7) — Memorandum from the Chief
Administrative Officer dated January 16, 2025, re: Update on the Moving Forward Together Plan.; and

The July 25, 2024 Transportation Standing Committee motion:

MOVED by Councillor Mason, seconded by Councillor Purdy

THAT the Transportation Standing Committee direct the Chief Administrative Officer (CAQO) to provide a
staff report regarding potential re-routing of the 320 to stop in the core of Fall River on Highway 2 near the
Fall River Road intersection using a new route via the soon to open Aerotech connector and Highway 102
Exit 14.

MOTION PUT AND PASSED

EXECUTIVE SUMMARY

The Strategic Roadmap introduces a more adaptive approach to transit planning, replacing the traditional
multi-year process with a model that responds to evolving regional transportation needs. The Strategic
Roadmap will include plans, guidelines, strategies and reviews to be undertaken by Halifax Transit over the
next three years. Each module within the roadmap will address key priorities, including accessibility, new
service models such as on demand or microtransit and the integration of the conventional bus network with
the Rapid Transit network. Adopting a modular approach to strategic planning provides the flexibility to
adjust priorities as circumstances change and also enables a more ongoing approach to engagement and
collaboration which combined ensures strong alignment with the broader initiatives and emerging
opportunities for the Halifax region.

The first module, the Core Service Plan, focuses on short-term route and service-level adjustments to better
meet current demand while anticipating future needs. Aligned with the overarching framework of the
Strategic Roadmap, the Core Service Plan identifies areas for immediate investment. Recommendations
outlined in the Core Service Plan fall within the following categories:

RECOMMENDATION ON PAGE 2
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¢ Increase service where ridership demand exceeds current service levels
¢ Investing in a more reliable network
¢ Investing strategically to support growth

Currently, most transit service across the network is performing at or above ridership guidelines. Therefore,
options to reallocate resources to support service level increases are limited and additional resources are
required. Investments over the life of the Core Service Plan are targeted to those of the highest priority due
to current constraints on bus supply and resources.

RECOMMENDATION

It is recommended that Transportation Standing Committee recommend that Regional Council:
1. approve the Strategic Roadmap, that is attached to this report, as a planning framework to guide
the growth and development of public transit services in the short term;
2. approve the Core Service Plan that is attached to this report; and,

direct the Chief Administrative Officer to prepare for the implementation of proposed network and
service changes outlined as recommendations within the Core Service Plan, subject to future
budget and resource availability.

BACKGROUND

In accordance with Regional Municipal Planning Strategy policy, transit service plans are prepared at
regular intervals. This service planning activity involves public and stakeholder input and guides investment
and decision making for delivering transit service that responds to the evolving needs of the municipality.
Upon endorsement by Regional Council, this service plan is operationalized through Annual Service Plans
which identify the planned implementation of recommendations for the upcoming year.

The last transit service plan for Halifax Transit was the Moving Forward Together Plan (MFTP). This plan
was endorsed by Regional Council in 2016 and included widespread changes to transit routes and service
levels. These comprehensive changes included a network restructure, extended service hours and more
consistent and reliable schedules for routes across the network aimed to make transit a more attractive
mobility option. These service adjustments resulted in significant ridership increases between 2016 and
2020, prior to the COVID-19 pandemic. Originally intended to be completed in five years, the COVID-19
pandemic and subsequent resource constraints impacted implementation timelines for the MFTP. The
service changes completed in 2024/25 represented the last year of service changes under this plan.

A Strategic Roadmap has been created to establish the framework for transit service planning over the next
three years, as well as a Core Service Plan which proposes short term route and service level changes. An
outstanding request regarding the potential re-routing of the Route 320 in Fall River was also explored in
conjunction with the preparation of the Core Service Plan and is included in this report.
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DISCUSSION

Transit service planning is reliant on broader strategic plans for direction. Specifically, the Regional Plan,
Regional Council’s Strategic Plan, the Regional Transportation Plan (Link Nova Scotia), the Integrated
Mobility Plan (IMP), and the Rapid Transit Strategy all help to shape transit in the region and integrate the
transportation network with land use. Transit service plans work within the scope of these broader strategic
plans to optimize the route network, service levels, and address growth pressures. The interrelationship
between the relevant strategic plans results in a transit network which aligns with regional priorities.

Revised Approach to Transit Service Planning — Building a Strategic Roadmap

The Strategic Roadmap introduces a more adaptive approach to transit planning, replacing the traditional
multi-year process with a model that responds to evolving regional transportation needs. The Strategic
Roadmap will include plans, guidelines, strategies and reviews to be undertaken by Halifax Transit over the
next three years. Each module within the roadmap will address key priorities, including accessibility, ferry
service, new service models such as microtransit and the integration of the conventional bus network with
the Rapid Transit network. Adopting a modular approach to strategic planning provides the flexibility to
adjust priorities as circumstances change and also enables a more ongoing approach to engagement and
collaboration which combined ensures strong alignment with the broader initiatives and emerging
opportunities for the Halifax region.

The Strategic Roadmap itself is a document that is intended to provide context and direction to support the
creation of a unified series of modules. It explores the policy framework for decision making and includes
references to guiding documents. There is a focus on articulating how Halifax Transit's mission statement,
can be applied in the form of three regional mobility goals, and how these relate to the Moving Forward
Principles for service planning.

Be inclusive and improve mobility options for present and future
passengers.

Focus on the safety and reliability of transit to provide a better
customer experience.

Prioritize sustainability, which includes building healthy communities,
reducing emissions, using funding efficiently, and developing services
and models that are successful over the long term.

Figure 1: Regional mobility goals found on page 10 of the Strategic Roadmap

A large portion of the Strategic Roadmap is dedicated to using data and analysis to describe the issues and
opportunities that are impacting the transit system that should be taken into consideration when planning
for the future. Some of these include:

- Many communities throughout the region have experienced population growth and increased
density

- The implementation of route changes and greater uniformity to service levels throughout the
network has supported a growth in ridership demand across the network

- Some of the highest increases in ridership are in locations where transit ridership was previously
low, including business parks and developing communities

- Demand during non-peak periods is increasing, including during evenings and on weekends, where
the highest relative growth has occurred

- Ridership has increased on weekdays, with Tuesdays and Thursdays having the highest ridership

- Peak travel periods are expanding, with more passengers travelling earlier and later on weekdays

- Traffic congestion is impacting transit travel times

- Ferry ridership continues to increase

- Despite earlier increases in service hours for Access-A-Bus, longer travel times due to traffic
congestion has resulted in less trips fulfilled in 2025 compared to 2018.
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The Strategic Roadmap also introduces new concepts such as transit propensity (the measure of how likely
the residents in a neighbourhood will rely on public transit) and a quantified summary of feedback into a
matrix to highlight the relative desire for improved connections between communities. Additional information
about the public engagement strategy and feedback collected, including methodology and themes is also
contained in an appendix to the document.

Looking to next steps, the Strategic Roadmap includes a list of modules that are anticipated to be completed
in the next three years. Of these, the Core Service Plan was developed as the first module. A Microtransit
Plan, Ferry Service Review, Service Reliability Review, Safety Plan and Accessible Services Review have
all been initiated are in various stages of completion.

Service
Plans

Implementation

Plans

Core Service Plan Safety

Transit Priority
Measures

Bus Rapid Transit
Integration

On-Demand

(Microtransit) Technology

Operational
Reviews

Access-A-Bus

Ferry Service

Service Reliability

Figure 2: Potential modules to be completed as shown on page 17 of the Strategic Roadmap

Core Service Plan

The first module, the Core Service Plan, focuses on short-term route and service-level adjustments to better
meet current demand while anticipating future needs. Aligned with the overarching policy framework in
transportation planning and regional development, the Core Service Plan identifies areas for immediate
investment. Recommendations outlined in the Core Service Plan fall within the following categories:

Investing to increase service where
ridership demand exceeds service levels

@ Investing in a more reliable network

E% Investing strategically to support growth

Figure 3: Categories of recommended service changes as shown on page 8 of the Core Service Plan
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Across these three categories, a total of 21 changes are proposed, impacting 25 routes which represent
37% of routes across the network. The recommendations range from adding a few additional trips at key
times, increased frequency, changes to routing, the introduction of one brand new transit route, and the
launch of 24-hour transit service for the first time in Halifax on the Route 320 Airport/Fall River.

The Core Service Plan includes descriptions of the proposed changes, as well as maps where applicable.
The following briefly summarizes the recommendations:

Investments to address ridership demand

o Increased frequency on the Route 3 Crosstown, Route 5 Portland, Route 8 Sackville, Route 9A/B
Greystone/Herring Cove, Route 21 Timberlea, Route 28 Bayers Lake, and Route 91 Hemlock
Ravine

Investments in service quality and reliability

o Additional trips at key times on the Route 56 Dartmouth Crossing and Route 194 West Bedford
Express

o Rescheduling and routing changes to the Route 24 Leiblin Park

o Routing changes for the Route 21 Timberlea, Route 54 Montebello, Route 55 Port Wallace, Route
56 Dartmouth Crossing, Route 93 Bedford Highway, Route 165 Caldwell Express and Route 192
Hemlock Ravine Express, to address challenges, or better serve communities

o A scheduling shift to include earlier and later trips outside of the typical peak periods on select
Express routes to better accommodate commuter schedules, particularly health care workers who
start and/or end their shifts in the early morning or the evening period. (Routes 123, 137, 138, 161,
165, 182, 183, 185, 194)

o Changes to the Route 330 to revert to historic trip patterns that only serviced Sheldrake Lake Park
& Ride on select trips

Strategic investments supporting growth

o The introduction of 24-hour service on the Route 320 Airport/Fall River to better serve workers and
travellers to this regional destination

o Theintroduction of a new Route 95 Brookline to connect West Bedford, Clayton Park, Bayers Lake,
and the Ragged Lake Industrial Park

In addition to these service changes, there were many other requests for new or increased services that
are not included within the Core Service Plan recommendations. These are included in the current plan for
consideration as areas of potential future investment in the transit network and primarily include more
frequency on existing routes during different time periods, or new connections within or between
communities. Generally, these reflect a desire for increased access to public transit and higher levels of
service but were either outside the scope of the Core Service Plan or exceeded the potential level of
resources anticipated to be available in the short or medium term.

Regional Express Route 320 Airport/Fall River

The Route 320 Airport/Fall River provides a connection between downtown Halifax, Dartmouth, Fall River,
and the Halifax Stanfield International Airport. The route is an important regional connection, linking
opportunities for employment and travel with Halifax’s population and businesses in a cost-effective way.

Due to the nature of air travel, and therefore the industries associated with the airport facilities, this route
was introduced in 2012 with a wide span of service, starting at 4:40 am and ending at 1:03 am. The route
is generally well-liked by passengers, and regular positive feedback is received about the availability of
transit as a cost-effective option. However, there are regular requests to continue service either earlier, or
later, to accommodate late night/early morning flights, as well as employees travelling to and from work
during the overnight period. As a key partner in the existing service delivery, Halifax Stanfield Airport
originally made this request to extend service into the overnight period, recognizing the benefit to both staff
and travelers.
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Halifax Transit currently operates service over 22 hours a day, with a short period overnight with no services
running. A shift to 24-hour conventional transit service will require a restructuring of operational processes,
staff levels and shifts, and adjustments in technology, which is challenging and will require long lead times,
but at this time, the necessary changes are considered achievable in the medium term. Introducing
overnight service on the Route 320 Airport/Fall River, which operates hourly in the late night, will only result
in four additional round trips, and therefore allows for this transition in a measured way, potentially laying
the groundwork for additional late-night routes in the future.

The potential re-routing of the Route 320 in Fall River was also explored in conjunction with the preparation
of the Core Service Plan. The Route 320 has only a single connection in Fall River, at a Park & Ride in
close proximity to Highway 118. This allows the route to divert from the highway and connects the
community in an expedient way, maintaining a direct route with a competitive travel time. However, this
Park & Ride is a significant distance from most homes and businesses in Fall River and roads connecting
the community are without sidewalks or paved shoulders. Community members have been advocating for
this route to detour to serve the main commercial centre in Fall River for many years.

The recent opening of a new road connection, the Aerotech Connector, provides a potential opportunity to
detour the Route 320 to serve the commercial centre of Fall River on the way to and from the airport. In
July 2024, the Transportation Standing Committee passed a motion to evaluate the potential to modify the
existing routing to travel along Trunk 2, serve the Fall River commercial centre then use the Aerotech
Connector to connect back to the highway (see Figure 4).
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Figure 4: Route 320 Airport/Fall River as it currently exists, and the evaluated detour
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In evaluating this proposed modification, it was determined that this detour would result in modest overall
increase in ridership for travel either within the community or to the Park & Ride. Fall River features a
dispersed settlement pattern which means many residents would still need to travel a significant distance
to reach the nearest bus stop. The lack of pedestrian infrastructure combined with the long distances to
walk to the nearest stop would result in a low to moderate increase in ridership demand by making this
detour.

However, there are potentially significant drawbacks from detouring Route 320 into the Fall River
commercial centre. This route is a Regional Express route, and the service is intended to be as direct as
possible to reduce travel times. The detour would increase the overall trip time by an estimated ten minutes
in each direction on each trip, adding approximately $600,000 annually in additional costs. The current trip
from Scotia Square to the airport takes, on average, approximately one hour. Factoring in the additional
time required to make the detour, and the increased potential for delays, would make the trip even less
competitive with other modes of travel, resulting in a less reliable and attractive service to existing and
potential future passengers.

The Route 320 Airport/Fall River currently has approximately 450 daily passengers (920 daily boardings).
Of those, the bulk of weekly passengers are travelling to/from the airport or nearby industrial park (80%),
with only 14% travelling to/from Fall River. When factoring the potential volume of passengers impacted,
the negative impacts to existing riders who are destined to the airport, including extended travel times and
inconvenience, exceeds the potential benefits to new passengers. Therefore, this proposed detour does
not meet the best-practice conditions required to recommend modifying an existing route to serve additional
passengers. Based on these considerations, including the impact to passengers, the cost, the potential
benefit, and the intended express nature of this route, a modification to the route is not recommended as
part of the Core Service Plan.

Alternative service delivery models may be more suited to expanding transit coverage to Fall River. On
demand or microtransit models have the potential to provide better transit service to the Fall River
community than operating fixed route service which has limitations. A microtransit service model would
potentially allow more flexibility with travel times, whereas fixed route would be hourly, and could reduce or
eliminate the walking distance to bus stops. As such, further consideration will be given in the upcoming
Microtransit Service Plan.

Considerations to extend to 24-hour service on Route 320 Airport-Fall River is within scope of the Core
Service Plan and is recommended for implementation in year two of this plan.

Implementation Timeline

The Core Service Plan is intended to be a short-term service plan, with implementation occurring over three
years. This would allow for investments which address demand and improve service reliability, prior to the
development of new service plan in 2028 that would potentially include network changes to prepare for the
Rapid Transit network, including the Mill Cove Ferry and BRT.

Currently, most transit routes across the network are performing at or above ridership guidelines. Therefore,
options to reallocate resources to implement the recommendations of this plan are limited. The table below
includes a list of the existing bus routes with the lowest overall performance the estimated costs of operating
these services and revenues from passengers travelling on these routes. There may be some future
potential to reduce service in low ridership areas and replace trips with microtransit options, however, it
would be premature to eliminate transit in communities without first testing and evaluating microtransit in
the region. Additionally, service reductions or eliminations are not advised without consultation with the
communities impacted. Service reductions or removal of any of the routes shown below would be
considered high impact. As such, additional resources are required to make the changes proposed in this
plan. Investments over the life of the Core Service Plan are targeted to those of the highest priority due to
current constraints on bus supply and resources.
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Should Regional Council decide to eliminate all routes in the table below, the combined savings would
result in a total of $4.5M in operating cost savings, which could fund approximately half of the service
increases recommended in the Core Service Plan.

Route Ridership Annual Approximate Approximate Description
Performance | Boardings | Annual Cost | Annual Revenue
26 Springvale | Meets 8,800 $70,000 $11,000 | This short route connects the Springvale community
guidelines to the Mumford Terminal. Recent scheduling changes
resulted in a ridership increase among students,
resulting in the route meeting guidelines on most
school days.
58/158 Meets 111,000 $1,000,000 $133,000 | Operates as express service during peak hours;
Woodlawn guidelines helping to reduce congestion on the busy Portland
Street corridor; provides service during off peak hours
to a relatively dense suburban neighbourhood.
65/165 Meets 113,000 $805,000 $135,000 | Operates as express service during peak hours;
Caldwell guidelines helping to reduce congestion on the busy Portland
Street corridor; a change is proposed in the Core
Service Plan that is expected to increase peak
ridership.
192 Hemlock | Slightly below 59,000 $520,000 $71,000 | This route is in the growing community of West
Ravine guidelines Bedford; this has been newly introduced and ridership
Express is expected to increase.
196 Below 29,000 $400,000 $34,000 | This route is in the growing community of West
Basinview guidelines Bedford; trips were recently added and ridership
Express uptake is expected.
370 Porters Consistently 26,000 $710,000 $31,000 | Provides a relatively fast and affordable option from
Lake well below the Porters Lake Park & Ride to downtown areas
guidelines during weekday peak periods.
401 Porters Consistently 42,000 $575,000 $50,000
Lake well below These rural routes largely represent the only transit
guidelines service available in their communities are not
415 Purcells Consistently 16,000 $245,000 $20,000 | recommended for reductions. There may be the
Cove well below potential to replace these with microtransit service in
guidelines the future, but doing so before a transition plan is in
433 Tantallon | Consistently 26,000 $255,000 $32,000 | place would leave residents who have relied on
well below transit for many years with no options.
guidelines

Figure 5: Existing Halifax Transit bus routes with the lowest overall performance

The table below illustrates a potential implementation schedule. It is subject to budget and resource
availability, and implementation details for each fiscal year will be brought forward as an Annual Service
Plan for Regional Council’'s consideration. Some deviations from this plan are expected, as there are
external dependencies such as the completion of road network connections that may shift priorities from
year to year.
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Year1

Recommendation

Route 5 - Service Increase (Sunday)
Route 24 - Schedule Adjustment
Route 165 - Modification

Route 330 - Modification

Year 2

Recommendation

Route 3 - Service Increase

Route 21 - Modifications
(Stage 1and 2) (Sunday) @

Route 28 - Service Increase @

BadbEsaE

Category

Service Quality & Reliability
Service Quality & Reliability

Service Quality & Reliability

Service Quality & Reliability

Category

Supporting Growth

Addressing Demand

Service Quality & Reliability

Cost

Cost

$$$
$$$

$$
$$

Addressing Demand

Route 9A/B - Service Increase

Route 56 — Additional Trips

Route 21 - Modification (Stage 1)

Route 56 — Modification

Route 91 - Service Increase
(Weekday)

Addressing Demand

Service Quality & Reliability

Service Quality & Reliability

Service Quality & Reliability

Service Quality & Reliability

Route 93 - Modification

Route 95 - New Route @

Route 192 - Extension

Service Quality & Reliability

@ Changes associated with improving transit service to the Bayers Lake area.
Changes associated with responding to growth in the West Bedford area.

Supporting Growth
Supporting Growth
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Year 2 (continued)

Recommendation Category Cost

cupress Route 194 58
Express Routes - Additional Trips $%

(123, 137, 138, 161, 165, 182, 183, 185,
194)

Route 320 - 24 Hour Service $$

Changes associated with responding to growth in the West Bedford area.

Year 3

Recommendation Category Cost

Route 8 - Service Increase (all periods) $%

"

Supporting Growth $%

Route 91- Service Increase (Weekend) Service Quality & Reliability %%

Changes associated with responding to development growth in the Port Wallace area should be implemented
dfter development is completed.

Route 54 - Extension

Route 55 - Extension

Note About Costs:
Low ($): $0 - $99,999 per year
Medium ($$): $100,000 - $499,999 per year
High ($$3$): $500,000 or more per year

Generally, the changes proposed will require additional transit operating funding, and the purchase of
additional buses to deliver the service. It is anticipated that the vehicles purchased will be a combination of
diesel articulated buses (60’) and standard electric buses (40’), depending on market availability and the
potential for external funding sources for zero emission buses. As no buses have been acquired to date
and are not planned in year one at this time, this means that the majority of the changes are only possible
in years two and three of the plan, at the earliest. Reductions in available capital or operating funding in
years two or three would result in the reduction of scope, or the extension of the timeline for plan completion.

Some of the changes also require the installation of new bus stops, particularly for Routes 21, 54, 55, 56,
95 and 165. The most challenging of these is expected to be the Route 95, specifically on the portion of
Chain Lake Drive in Bayers Lake that does not currently have transit service. This segment of Chain Lake
Drive has no existing sidewalks, which are a key requirement in meeting stop accessibility standards, aimed
to reduce barriers accessing the stop and when boarding or alighting the bus. As such, it is likely that a
reduced number of bus stops will be created due to cost, and that a significant amount of funding will be
required to design and construct sidewalk to create bus stops near the Value Village on Chain Lake Drive,
which feedback indicates is a frequent destination of transit passengers. If this route is approved as part of
the Core Service Plan, design work will be undertaken, and a future capital budget will be increased to
accommodate these bus stop installations.
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For the upcoming 2026/27 financial year, approval of the Core Service Plan would allow the implementation
of some of the proposed changes that are cost neutral, as well as a limited number of changes that can be
accomplished with existing resources. Any additional changes would only be possible if increased funding
was made available.

FINANCIAL IMPLICATIONS

The approval of the Strategic Roadmap and Core Service Plan have no immediate financial impacts.
However, they convey the intent to increase investment in transit service and adopting the plan as the
guiding framework for medium to long-term transit improvements introduces significant unfunded operating
and capital pressures that cannot be accommodated within the current budgets.

These figures are not accounted for in the existing 10-year capital plan. Adding new amounts into the
existing plan will result in the requirement to prioritize the existing plan.

Overall, the Core Service Plan recommendations are anticipated to require the acquisition of 30 new buses
at an estimated cost of $53 million, along with approximately $10.2 million in additional annual operating
costs once fully implemented. These costs are expected to be phased in as service changes roll out.
Because the proposed changes would launch mid-year, full annualized costs would not be realized until
the following fiscal year. Based on the three-year implementation schedule of 20 buses introduced halfway
through Year 2 and the remaining 10 halfway through Year 3, the resulting capital and operating costs are
estimated in the table below:

Year1 Year 2 Year 3 Year4
2026-27 2027-28 2028-29 2029-30

Additional Buses - 20 10 -
Capital Bus Cost* - $35M $18M -

Total Unbudgeted Capital

Pressure - $35M $18M -
Operating Cumulative Bus Operating Costs - $3.4M $8.5M $10.2M

Addl' Fare Revenue - ($0.6M)  ($1.5M)  ($1.8M)

Addl' Local Transit Tax Revenue - ($370K)  ($380K)  ($380K)

Total Unbudgeted Operating

Pressure - $2.43M $6.62M $8.02M
Total Annual Pressure - $37.4M  $24.6M $8.0M

verage ax biltIncrease - . . .
A Tax Bill | *k $9.07 $24.72 $29.94
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*The capital costs associated with the bus purchases and necessary infrastructure upgrades are estimated
at $53M. There may be future potential opportunities for cost sharing of electric buses, which could be
expected to reduce this cost to the municipality by up to $15M. Operating costs presented above do not
include debt servicing costs which are estimated to be an additional $6.3M at the high-end with no cost
Share.

** No additional budget implications are expected for 2026-27, any service changes will be managed with
existing Capital and operating budgets.

With additional buses coming online, additional fare revenues are estimated at 18% of new operating costs.
There would also be offsetting local transit tax revenues as routes are extended estimated to be $380K
annually by the end of Year 3 if all the proposed extensions and additions in this plan were implemented.

These service enhancements will require additional tax revenue and/or adjustments to other municipal
service levels. Based on the information available at the time of writing this report, the estimated increase
to the average residential tax bill for 2027/28 could exceed 9%, before including any of the costs outlined
above.

RISK CONSIDERATION

A risk assessment was completed. When evaluated, the risks were considered low. To reach this
conclusion, risk related to service delivery, financial resources, and public perception were considered.

The risk of proceeding includes additional financial pressure as the transit service increases. Not
proceeding with the recommendation poses a risk to Halifax Transit’s ability to meet present and future
ridership demand and/or meet service quality and reliability standards. Declines in service reliability risks
impacting regional connectivity, economic growth and traffic congestion. Residents and communities that
rely on transit for their essential daily travel to employment, education, and accessing health, or other
services, have a higher risk of negative impacts arising from a decline in transit service quality and reliability.

COMMUNITY ENGAGEMENT

As outlined in the Discussion section above, public consultation on the draft Strategic Roadmap and Core
Service Plan was designed to gather feedback and insight from a broad and diverse range of passengers,
partner groups and residents interested in contributing to service improvements and refining
recommendations within the plan.

Engagement Overview

Halifax Transit initiated a comprehensive engagement program that began in the spring of 2025 and ended
in October 2025. Individual meetings were held with Councillors to kick off the engagement and integrate
initial community perspectives into the material that was brought to residents for engagement. Draft
materials for the Strategic Roadmap and the Core Service Plan were released for public consultation in
August. Engagement materials included the context and rationale for adopting a more agile planning
approach, preliminary scope for the proposed modules within the roadmap and the service adjustments
prioritized within the Core Service Plan.

Internal stakeholders, including Operators and leadership teams, gave feedback by participating at in-
person events (lobby events and focus groups), by email and/or via the survey prepared for Operators and
transit staff, which was available in digital format on-line and on paper.

The public engagement strategy developed by Halifax Transit aimed to reach as broad an audience as
possible to share plan proposals and ensure passengers and residents had the opportunity to provide
feedback on transit service in the region, and on routes of most importance to them. The engagement
strategy included the following elements to ensure we reached this diverse population:
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- Use of multiple formats to engage passengers and residents. Public input was gathered through
an online survey, pop-up sessions at major terminals, bus engagement trips, other community
locations and targeted consultations with residents, businesses, students and special interest
groups. Additionally, for those who preferred to share feedback directly to staff, an email address
was made available and promoted within the marketing strategy.

- In-person engagement events designed to connect with those most likely to have feedback useful
to improve on transit services in the region. Holding pop-up engagements across the network
during all weekday and weekend service periods ensured the engagement connected with
passengers who rely on transit for their daily trips.

- Adopting a clear and direct approach when developing information shared and developing
questions to elicit feedback. A series of visualizations, maps and graphics were developed to aid
comprehension of concepts and considerations within the planning process.

- An accessible and inclusive approach to survey design aimed to reduce barriers to participate and
increase response numbers. The survey was designed to enable respondents to engage to the
extent they wished with a comprehensive range of accessibility features.

- Broad ranging marketing strategy which included communications shared on radio, social media,
Councillor networks, advertising on bus shelters and terminals, and across the transit fleet.

- Aresponsive approach within the engagement plan which included monitoring response rates and
marketing activity to ensure fulsome engagement across different communities. By identifying lower
response rates by some groups and community areas we added additional events to drive up
participation where response numbers seemed lower than we expected.

A Core Service Plan 2025-27 online project page shared access to the digital survey and draft sections of
plan. Documentation provided an overview of the planning context along with fact sheets for each of the
focus areas. For more information go to: Engagehalifax.ca/core-service-plan.

In-person engagement: In total 31 engagement events were held. Most were in-person pop-up events
held across the network at terminals, Park & Ride facilities, and bus and ferry engagement trips. Additional
events were scheduled on routes and in community areas where modifications and adjustments were
proposed and where response numbers seemed lower than expected. Open house events and focus
groups were held to solicit targeted feedback from residents, businesses, students and special interest
groups. The partner engagement events had attendees from associations, groups and organizations
representing the following sectors:

Business development associations

Accessibility and inclusion support providers and advocacy groups
Local universities and post-secondary colleges

Healthcare

Immigration Support Services

Province of Nova Scotia

Transit and transportation advocacy groups

Public Survey: Responses were predominantly provided within the digital survey, with a small number
(eight) of paper surveys completed. Survey respondents tended to be reliant on transit services with 67
percent reporting they travel on the bus, ferry or Access-A-Bus three or more days each week. Within that
range twenty-nine percent of passengers indicated they travel on transit services most, or every day, of the
week. The largest numbers of respondents fell within the 25-54 age group (65 percent) and were fully
employed (80 percent). The remainder include older (seven percent) and younger (14 percent) age groups,
students (16 percent) and retired respondents (8 percent). An expanded “What we heard report’ includes
a breakdown of responses and demographic information.


https://engagehalifax.ca/core-service-plan
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Feedback Summary

We had strong responses across all engagement channels from residents who live throughout the Halifax
region. The project website received over 9,000 unique visits throughout the engagement period. In-person
and partner engagement events allowed us to connect with 6,814 people across the transit network. The
survey received a total of 5,673 responses with answers to 39 closed-ended questions. Over 7,400
comments were provided in response to open-ended questions. A total of 45 emails were received, a
significant percentage of which expanded on feedback provided by residents who had already completed
the survey online.

Feedback on Existing Services: Requests for more frequent service garnered the largest number of
responses when we engaged riders. Often these requests were connected to the following:

1. Capacity and comfort on buses on certain routes during busy periods. These concerns were
related to crowding and the need to stand on long routes for prolonged time, express services or
buses delayed by traffic.

2. Many comments connected increased frequency with reduced wait times and overall travel times,
by:
a. providing more options when making connections and transferring between routes in the
network.
b. reducing the impact of service delays.
c. reducing the number of overloads and service cancellations.

3. The need to respond to shifting travel patterns by extending service spans on routes and express
routes.

Feedback on priority areas: Service reliability, improving regional connections through expanding the
service area and implementing a Rapid Transit network along with requests to upgrade transit infrastructure
were the areas of highest priority for passengers and residents. Attachment A includes a summary of the
six main themes most often heard through the public engagement.

Feedback on key focus areas: Concepts and proposals shared to improve transit service to the Bayers
Lake, West Bedford and Port Wallace community areas had community support with feedback informing
the final recommendations outlined in the Core Service Plan 2025-27 (Attachment B).

Transit infrastructure: Requests to upgrade infrastructure including bus shelters, seating and at terminals
was a high priority most often tied to improving passenger comfort, safety and to simplify the process of
navigating the transit network. An expanded “What We Heard” report includes a detailed list of infrastructure
upgrade requests received from passengers, residents and partner organizations.

ENVIRONMENTAL IMPLICATIONS

It is anticipated that modules within the Strategic Roadmap and the Core Service Plan will increase transit
ridership, potentially reducing private vehicle usage. This would result in a reduction of greenhouse gas
emissions and associated with positive environmental implications.

ALTERNATIVES

1. The Transportation Standing Committee could choose not to approve the Strategic Roadmap
and/or the Core Service Plan.

2. The Transportation Standing Committee could request modifications to the Strategic Roadmap
and/or the Core Service Plan.
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LEGISLATIVE AUTHORITY

Section 69 of the Halifax Regional Municipality Charter provides that:

69 (1) The Municipality may provide a public transportation service by
(a) the purchase of vehicles or vessels and operation of the service.
(b) providing financial assistance to a person who will undertake to provide the service; or
(c) a combination of these methods.

Policy T-5 of the 2014 Regional Municipal Planning Strategy provides that:
T-5 Transit Service Plans shall be prepared at regular intervals for consideration by HRM.

These plans will be developed in consultation with the public and other stakeholders and,
upon adoption by HRM, shall provide guidance for investment in transit services.

ATTACHMENTS

Attachment A: Strategic Roadmap
Attachment B: Core Service Plan

Report Prepared by: Paul Maher, Project Manager, Transit Planning, Halifax Transit 902.497.1828



