
 
Staff Report�

 
 

DATE: September 12, 2022 
FILE: 8500-20 / CV 

TO: Chair and Director 
 Regional District Board  
 
FROM: James Warren 
 Deputy Chief Administrative Officer 
 
RE: Annual Transit Improvement Program 
  

 
Purpose 
Seeking direction on recommended transit improvements.  
 
Recommendations from the Deputy Chief Administrative Officer: 
1. THAT a 3,000 hour conventional transit expansion be approved for implementation in April 

2023 in order to maintain transit service levels during the Comox Valley Sewer Conveyance 
project;  
 
AND FURTHER THAT upon completion of the Comox Valley Sewer Conveyance project, 
these service hours be used to implement initial priorities from the Comox Valley Transit Future 
Action Plan;  
 
AND FINALLY THAT the specific initial priorities from the Transit Future Action Plan be 
considered by the Comox Valley Regional District Board in 2023.  

 
2. THAT a 500 hour custom paratransit expansion be approved for implementation in January 

2023 in order to extend handyDART service into the evening. 
 

Executive Summary 
BC Transit annually requests confirmation from the Comox Valley Regional District (CVRD) 
through the Transit Improvement Program (TIP) on our intentions with respect to expansion over 
the coming three years (Appendix A). At this point only the first year of service improvements 
require a commitment from the Board. The Comox Valley Transit Future Action Plan (TFAP) has 
recently been approved and identifies service improvement priorities that can be considered for 
implementation by CVRD. For year one these would include:  

 3,000 Conventional transit service hours – CVRD cost $214,189 
o Maintaining service levels during the Comox Valley Sewer Conveyance project and 

then transitioning into improvements targeting the initial TFAP priorities. 
 500 Paratransit service hours – CVRD cost $14,410 

o Extending handyDART into the evening. 
  
Funding for these improvements would be included in the upcoming 2023 - 2027 CVRD financial 
plan.  
 
These service improvements will lead to higher transit ridership and mode share as well as provide 
residents with an affordable and accessible form of transportation which is critical for addressing a 
number of community issues such as equity and inclusion.  
 

Supported by James Warren  
Deputy Chief Administrative Officer 

 
J. Warren 
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Prepared by:    Concurrence: 
    
M. Zbarsky   A. Mullaly 
    
Michael Zbarsky   Alana Mullaly 
Manager of  
Transit and Facilities 

  General Manager of Planning  
and Development Services 

 
Government and Community Interests Distribution (Upon Agenda Publication) 
TMAC  

 
Background/Current Situation 
The Comox Valley TFAP has recently been approved and identifies service improvement priorities 
that can be considered for implementation by CVRD. These service improvements will lead to 
higher transit ridership and mode shares as well as provide residents with an affordable and 
accessible form of transportation which is critical for addressing a number of community issues such 
as equity and inclusion.  
 
BC Transit annually requests confirmation from the CVRD through the TIP on our intentions with 
respect to expansion over the coming three years (Appendix A).  
 
BC Transit are recommending the following conventional transit service improvements:  

Year Required Service 
Hours 

Description CVRD 
Costs* 

2023 3,000 Sewer Conveyance (short term) and 
initial Transit Future Action Plan priorities 

$214,189 

2024 7,500 Route No. 1 Anfield Centre/ Comox Mall 
service level improvements – 15 minute service 
frequency all day on weekdays 

$482,704 

2025 5,000 Initial service improvements to West Courtenay 
routes 

$356,552 

* Net annual costs inclusive of revenue from additional ridership 
 
The 3,000 conventional service hours for implementation in 2023 would be initially used to address 
expected traffic congestion and detours associated with the Comox Valley Sewer System 
Conveyance Project. Similar to what was done for the 5th Street Bridge rehabilitation project, these 
additional hours help maintain transit service levels (i.e. number of trips per day) which will be 
impacted by construction related traffic, road closures, detours and delays. The nature of these 
traffic impacts and subsequent transit service changes are not known at this time but are expected to 
include changes to schedules and routing. After the conveyance project is completed, the 3,000 
service hours will be utilized for targeted implementation of TFAP priorities and the specifics of this 
would be brought to the Board for consideration in 2023 prior to implementation. Commitment on 
years two and three of the TIP could be considered by the Board in 2023 and would also be used for 
TFAP improvements as described above which include improved frequency on the main transit 
route in the Comox Valley (No. 1) and improvements in the West Courtenay area such as realigning 
routes No. 5, No. 7, No. 8 and introducing a new route No. 9. These West Courtenay routes would 
improve service generally in the area but also specifically to the Sports Centre, Farmers Market and 
Food Bank.  
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On the paratransit system, BC Transit is recommending the following:  

Year Required 
Service Hours Description 

CVRD 
Costs* 

2023 500 Evening handyDART service to align with 
conventional transit 

$14,410 

2024 600 Redesign of community bus No. 21 Lazo/Pt Holmes 
and No. 22 Huband/ Seal Bay 

$17,772 

2025 100 Statutory Holiday service to align with conventional 
transit 

$3,058 

* Net annual costs inclusive of revenue from additional ridership 
 
In addition to aligning span and days of service with the conventional transit system, these 
improvements would allow for a redesign of underperforming ‘on request’ service in the electoral 
areas which could involve a flex route type of service or possibly digital on-demand.  
 
At this point only the first year of service improvements require a commitment from the Board. 
Providing commitment to BC Transit on next year’s expansions allows them to proceed with 
securing the provincial share of funding and additional required fleet. Funding for these 
improvements would be included in the upcoming 2023 - 2027 CVRD financial plan.  
 
It should also be noted the TIP includes proposed transit infrastructure initiatives for information 
only in order to ensure alignment with CVRD’s expectations. The identified transit exchanges, 
priority measures, and operations and maintenance facility have all been the subject of recent studies 
which were presented to the Board. No commitment on these projects is required at this time. Staff 
are working with BC Transit to secure senior government funding for the transit exchanges and 
priority measures and to take preliminary steps toward procurement of a suitable property for a 
transit operations facility. Further information will be brought to the Board for consideration prior 
to advancing these capital projects further.  
 
Options 
The Board has the following options:  

1. Commit to the first year of service improvements as identified by BC Transit through the 
TIP, with 3,000 hours of conventional service for sewer conveyance and initial TFAP 
priorities, and 500 hours of paratransit for extension of the handyDART service into the 
evenings.  

2. Do not commit to any expansion hours at this time. 
3. Direct staff to come back with a different option for consideration. 

 
Staff are recommending option 1 to support the 2023 improvements as they will maintain transit 
service levels during the sewer conveyance project and improve conventional and handyDART 
service in line with the TFAP priorities. 
 
Financial Factors 
The CVRD is only required to provide a commitment to the 2023 expansions in order for BC 
Transit to secure the provincial share of funding and to secure new buses in time for service 
implementation. The proposed 2023 improvements would cost $462,601 in total annually with the 
CVRD’s net share coming in at approximately $228,599. The CVRD would need to increase 
requisition or utilize reserve funds to cover these costs.  
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Should the Board support expansions at this time, the CVRD share of funding will be included in 
the 2023 -2027 budget for consideration as part of the upcoming financial planning process. Should 
the Board subsequently determine that the expansions are no longer desired during financial 
planning, CVRD may still be required to cover the costs of the lease fees for any vehicles procured 
as a result of the TIP commitment.  
 
It should also be noted that while the initial use of the 3,000 conventional service hours is to address 
traffic impacts associated with the sewer conveyance project, the costs for these hours are being 
borne by the Comox Valley Transit Service and not the sewer service. This is a similar approach to 
what was done for the 5th Street Bridge rehabilitation project.  
 
Strategic Considerations: Strategic Drivers and Regional Growth Strategy  

CVRD Board Strategic Drivers: 

Fiscal 
Responsibility  

Climate Crisis and 
Environmental 
Stewardship and 
Protection 

 
Community 
Partnerships  

Indigenous 
Relations  

 
The TIP improvements address all of the Board’s strategic drivers as they improve access to 
affordable and sustainable transportation throughout the community, including K’ómoks First 
Nation and community partners such as North Island College and School District No. 71. 
 
CVRD Regional Growth Strategy Goals: 

Housing  
Ecosystems, 
Natural Areas 
and Parks 

 
Local economic 
development  Transportation  

Infrastructure  Food Systems  
Public Health & 
Safety  Climate Change  

 
The TIP improvements also touch on all of the Regional Growth Strategy goals. In addition to the 
above, the service priorities will help residents access employment and local businesses, parks and 
natural areas, recreation and local food as well as other locations important to personal and 
community well-being. 
 
Intergovernmental Factors 
Transit Management Advisory Committee (TMAC) members were supportive of the proposed 
expansions but did not have access to the financial implications at the time of their review. CVRD 
will work with the TMAC to consider how best to utilize the 3,000 conventional transit service 
hours after their initial use during the sewer conveyance project.  
 
Citizen/Public Relations 
Public transit is an important mode of transportation for residents that do not drive due to factors 
such as age, health and economic reasons. Ridership statistics show that the majority of riders are 
adults followed by students, persons with disabilities and then seniors. 
 
The public were heavily involved in the creation of the TFAP and the priorities included in the TIP 
reflect the desires of the public and will provide a transit system that will benefit all members of the 
community. 
 
Attachments: Appendix A – BC Transit - 2022 TIP  
 



August 15, 2022

Attn: Michael Zbarsky
Manager of Transit and Facilities
Comox Valley Regional District
770 Harmston Avenue
Courtenay, BC V9N 0G8

Re: Transit Improvement Program - 3 Year Transit Expansion and Infrastructure Initiatives

Dear Mike,

The purpose of this letter is to confirm transit service expansion plans for 2023/24, approve transit 
expansion priorities for the subsequent two years and identify transit infrastructure initiatives required 
to support transit system growth.

BC Transit confirms service expansion plans with local government partners on an annual basis to 
coordinate the development of three-year budgets and capital plans with the Provincial Service Plan. 
Confirmation of next year’s desired level of transit service expansion is also required to support the 
procurement of buses. This year, facility infrastructure requirements have been added to inform your 
multi-year budget development and ensure that infrastructure investments are advanced to align 
with proposed transit service expansion. 

As your transit system has service initiatives requiring expansion funding, we have attached a 
Memorandum of Understanding (MOU) to formalize the process of securing provincial funding on 
your behalf. This MOU summarizes specific transit expansion initiatives for the next three operating 
years from 2023-2024 through to 2025-2026, as well as future capital initiatives required to support 
transit service.  These initiatives are derived from recommendations outlined in the most recent 
service plan(s) received by your Board and validated in collaboration with local government staff.  

Transit service expansion and infrastructure investments are important components to sustaining 
and growing a successful transit system.  These investments in your transit system come with 
several considerations.  To support Board decision making, we have provided updated order-of-
magnitude costing for each Transit Service and Infrastructure Initiative.  These are based on the 
estimated annual increase to revenue service hours and the estimated facility lease fees associated 
with future facilities and transit infrastructure. 

There are a few key considerations when reviewing your initiatives.  When a proposed expansion is 
dependent on an infrastructure investment, it will be shown in the proposed expansion table. 
Additionally, estimated lease fees for infrastructure projects are shown in a separate table. If your 
expansion requires additional vehicles, this is identified and factored into estimated total costs. 
Should vehicles be procured following MOU signoff and a decision is made to not pursue service 
expansion, the lease fees for the new vehicles will still be added to your operating budget for a 
minimum of one year. If expansion requests exceed available provincial funding, BC Transit’s service 
prioritization process will be used to determine which projects receive funding.   
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One of the key challenges we continue to face through this process is the higher probability that 
demand for expansion vehicles will exceed the availability in each fleet category.  More advanced 
lead times are required for procurement and delivery of buses, and bus orders need to be 
strategically timed to align with our deployment plans.  While every effort is made to align bus orders 
with demand, some expansion initiatives will likely be impacted by the limited availability of certain 
vehicle types.  Despite these challenges, we continue to work with our local government partners to 
identify and develop expansion priorities, and to align our expansion initiatives with our overall fleet 
procurement plans.

By conveying proposed transit service expansion and capital initiatives as far in advance as possible, 
we are seeking to achieve four important goals:

1. Ensure 3-year expansion initiatives are consistent with the expectations of local 
governments.

2. Provide local government partners with enhanced 3-year forecasts that identify longer term 
funding requirements.  

3. Ensure transit system infrastructure investments needed to support transit service expansion 
plans are aligned with transit service expansion initiatives identified in both local government 
and BC Transit’s 3 year operating budgets and the long-term capital plans.

4. Attain a commitment from local governments that allow BC Transit to proceed with the 
procurement and management of resources necessary to implement transit service 
expansions.

Upon confirmation of your Board’s commitment to the expansion initiatives, we will include your 
request in BC Transit’s draft Service Plan funding request to the Province.  Following confirmation 
of the provincial budget, I will confirm with you if supporting provincial funding was secured and 
initiate a transit service implementation plan and work with local government to advance capital 
infrastructure planning as required to ensure alignment with transit service expansion initiatives.  I 
look forward to working with you on the continued improvement of your transit service and encourage 
you to contact me if you have any questions regarding these proposed initiatives.

We ask that a signed copy of this letter be returned to BC Transit by September 30, 2022.  

Yours truly,

Seth Wright
Manager, Government Relations
BC Transit

y

Seth Wright

Appendix A Page 2 of 6



3

Three-Year Transit Expansion Plan and Capital Initiatives for Information

Date August 15, 2022

Expiry September 30, 2022

System Comox Valley Transit System

Proposed Transit Service Expansion Initiatives 
The table below outlines expansion initiatives for the 2023/24 fiscal year with an estimated costing 
based on the hourly rates of your existing system. Confirmation of next year’s transit service 
expansion is required for provincial budgeting and the procurement of buses. Please ensure that 
these initiatives are consistent with your local government expectations. Upon receipt of this MOU, 
we will confirm funding from the Province on your behalf.  Please keep in mind that should vehicles 
be procured to support your expansion following agreement to the MOU and a determination is made 
that an expansion is no longer desired by the local government, the lease fees related to the new 
vehicles will still be added to your operating budget for a minimum of one-year.  

PROPOSED CONVENTIONAL EXPANSION INITIATIVES – YEAR 1

AOA Period In
Service

Annual 
Hours

Vehicle 
Requirements

Estimated 
Annual 

Revenue

Estimated 
Annual

Total Costs

Estimated 
Annual Net 
Municipal 

Share

2023/24 April

3,000 2 $40,548 $420,639 $214,189

Description
Targeted short-term Transit Future Action Plan service 
improvement priorities. In the short-term, these resources 
could be available as contingency for system impacts from 
the Comox Valley sewer conveyancing project.

PROPOSED PARATRANSIT EXPANSION INITIATIVES – YEAR 1

2023/24 January

500 0 $1,246 $41,962 $14,410

Description Later evening service to align with conventional service

The table below outlines expansion initiatives for year two and three of the three-year transit service 
expansion initiatives with an estimated costing based on the hourly rates of your existing system. 
Please ensure that these initiatives are consistent with your local government expectations. Upon 
confirmation of your local government’s intent to commit to the expansion and budget, we will 
proceed with the request to secure funding from the Province on your behalf.
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PROPOSED CONVENTIONAL EXPANSION INITIATIVES – YEARS 2 & 3

AOA Period In
Service

Annual 
Hours

Vehicle 
Requirements

Estimated 
Annual 

Revenue

Estimated 
Annual

Total Costs

Estimated 
Annual Net 
Municipal 

Share

2024/25 January

7,500 3 $101,369 $1,007,240 $482,704

Description Route 1 Anfield Centre/Comox Mall service level 
improvements - 15 minute service all day weekdays.

2025/26 January

5,000 3 $67,579 $714,707 $356,552

Description Initial service improvements to West Courtenay routes.

PROPOSED PARATRANSIT EXPANSION INITIATIVES – YEARS 2 & 3

2024/25 January

600 0 $1,495 $51,640 $17,772

Description Route 21/22 redesign.

2025/26 January

100 0 $249 $8,865 $3,058

Description Introduce custom transit holiday service to align with 
conventional transit on statutory holidays.
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Proposed Transit Infrastructure Initiatives
To support future transit system development, the following capital infrastructure initiatives are 
provided for information only. These initiatives align with your community’s Transit Future Action 
Plan, Transit Infrastructure Study and Transit Facility Strategy. Below is a description of the 
initiatives, project planning studies, estimated lease fees and fiscal year they are anticipated to be 
in-service. As infrastructure projects advance, more accurate schedules, and cost estimates will be 
developed. Please ensure that these initiatives are consistent with your local government 
expectations. 
 

PROPOSED TRANSIT SYSTEM CAPITAL INITIATIVES & STUDIES
Description Transit Exchanges 

Rationale
Construction of up to five on-street transit facilities in Downtown Comox, Downtown 
Courtenay, North Island College, Anfield Centre and Oyster River plus queue jump 
projects to support development of the Frequent Transit Network. 

Project 
Planning 
Operating 
Budget for

Studies

Proposed 
Scheduling 

of Study

Estimated 
In-Service 

Date

Estimated 
Total Capital 

Cost

Estimated 
Annual Local 
Government 

Share of Lease 
Fee

Estimated 
Annual Local 
Government 

Share of Lease 
Fee (ICIP)

Complete 2020/21 2024/25 $     6,300,000 $       317,581 $        119,145

Description Operation & Maintenance Facility

Rationale New O&M Transit Facility is needed to support future transit service levels

Project 
Planning 
Operating 
Budget for 

Studies

Proposed 
Scheduling 

of Study

Estimated 
In-Service 

Date

Estimated 
Total Capital 

Cost

Estimated 
Annual Local 
Government 

Share of Lease 
Fee

Estimated 
Annual Local 
Government 

Share of Lease 
Fee (ICIP)

Complete 2021/22 2028/29 $   35,000,000 $        833,101 $        359,432

Project have been identified through Transit Future Action Plans or Service Reviews. Projects costs are 
representative are an order of magnitude cost estimate which may have a high variance. 
Local government lease fees are provided with the Investing in Canada Infrastructure Program (ICIP) 
while the program is available and as well as the standard lease fee share.
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Approval

On behalf of the Comox Valley Regional District, we are confirming to BC Transit to proceed with 
the request for funding to the Province on our behalf for the 2023/24 Fiscal year, and that we will 
budget accordingly for the initiatives identified above and will review and confirm on an annual basis 
as per the advice provided and with the knowledge a more detailed budget will follow as service 
details and capital initiatives are confirmed.

Signature:  Date:  

Name:  Position:  

    

Signature:  Date:  

Name:  Position:  

On behalf of BC Transit

Signature:  Date:  

Name:  Position: Manager, Government Relations 
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