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GLOSSARY 
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Computer Aided Drafting 
Climate Action Plan 

CBS Corporate Balanced Scorecard 
CCC Capital Cost Contribution 
CCME 
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ICIP Investing in Canada Infrastructure Program 
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INFC Infrastructure Canada Fund Programs 
IRP Integrated Resource Plan 
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Information Services 
International Organization for Standardization 

IT 
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Information Technology 
Life Cycle Cost 

LED Light-emitting Diode 
LOS Level of Service 
NOM Natural Organic Matter 
NSECC Nova Scotia Environment and Climate Change 
NSERC Natural Sciences and Engineering Research Council 
NSPI Nova Scotia Power Incorporated 
NSPW Nova Scotia Department of Public Works 
NSUARB  Nova Scotia Utility and Review Board  
OI Organizational Indicator 
RDA Regional Development Area 
RDC Regional Development Charge 
RDII Rain Derived Inflow and Infiltration  
RDP Regional Development Plan 

RF Radio Frequency 
RFP Request for Proposal 
RFQ Request for Quote 
SCADA Supervisory Control and Data Acquisition 
SMS Safety Management System 
SSES Sanitary Sewer Evaluation Survey 
SSO Sanitary Sewer Overflow 
UV Ultraviolet 
WRWIP  West Region Wastewater Infrastructure Plan 
WSEP Water Supply Enhancement Program 
WSER  Wastewater System Effluent Regulations 
WSP Water Supply Plant 
WWMP Wet Weather Management Program 
WWTF Wastewater Treatment Facility 
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INTRODUCTION 
 

Halifax Water is an integrated water, wastewater, and stormwater utility that serves more than 106,000 
customers and an estimated population of 381,000. 

This document outlines the utility's business plan for fiscal 2023/24, which officially begins on April 1 of 2023.  

For 2023/24, Halifax Water has developed a plan that addresses the challenges of growth, aging 
infrastructure, and the increasing demands of customers. In addition to addressing these challenges, this 
plan focuses on ensuring Halifax Water customers continue receiving quality service and that the utility's 
employees are supported and empowered with the required resources. 

 

PURPOSE 
Our purpose is to supply and safeguard sustainable, high-quality water services. 

 
VISION 
We will provide our customers with high-quality water, wastewater, and stormwater services. Through 
adoption of best practices, we will place the highest value on public health, customer service, fiscal 
responsibility, workplace safety and security, asset management, regulatory compliance, and stewardship of 
the environment. We will fully engage employees through teamwork, innovation, and professional 
development.  

 
VALUES 
Relationships - We nurture relationships with our customers, our team members, and the environment. We 
are engaged in the neighbourhoods we serve, and we support continual learning across our team. 

Innovation - We are among the top utilities across the continent, and we are known on the global stage. We 
always ask, "how can we improve efficiency, sustainability, creativity and the customer experience?" 

Accountability - We refuse to cut corners. We check in with our excellence standards regularly and look to 
one another for support. Safety steers our decision-making. We are driven to make our policies, decisions, 
and projects as clear as our drinking water. 

Protection - Halifax Water protects the health and well-being of our population. We exist to guard natural 
resources, finding ways to sustain our communities and environment.  
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EXECUTIVE SUMMARY 

For 2023/24, Halifax Water continues to focus on improving our overall financial position as we address the 
organizational capacity required to meet the service demands of our current and future customers. To do 
this, we will continue to meet the challenges caused by growth, aging infrastructure, and environmental 
compliance and protection costs. 
 
As a result, we will be developing a new 5-year business plan this year. This will be informed by several key 
inputs, including what our team will be working on this year, the Asset Management Plan (AMP), the 
Integrated Resource Plan (IRP), the municipality's Population Growth Studies and the development of a new 
Rate Design Structure. 
 
As in last year's Business Plan, many of our initiatives will be implemented over multiple years. As a result, 
further advancing plans, studies and programs will ultimately improve customer service. We will continue 
our Water Supply Enhancement Program, Water Safety Plan, Wastewater Treatment Facility Study, and 
Biosolids Project for this fiscal year.  
 
These are all designed to ensure Halifax Water anticipates changing environmental conditions and adapting 
to more rigorous environmental requirements. This includes a continued focus on implementing our 
corporate-wide Environmental Management System (EMS) and completing a Climate Action Plan.  
 
In 2023/24, we will continue to focus on increasing our workforce capacity by adding people in areas that 
allow us to address the resource requirements, climate change, and an increased stormwater service delivery 
area. As we continue to add people to manage these resource requirements, we remain focused on our 
employees' physical and psychological health and safety.  
 
Through our one team, one water approach, Halifax Water employees focus on collaborating to benefit our 
customers and community. As with last year, the goals for this year's Business Plan demonstrate that we are 
all working together with shared and common goals. These strategic and ambitious goals will bring 
immediate and long-term value to Halifax Water customers.  
 
We are looking forward to a successful year.  
 

Louis de Montbrun, CPA, CA 

General Manager and CEO (Acting) 
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Working together with mutual trust, respect and 
shared values that focus on our commitment to 
customers, community, and the environment. 
 

  

   

 
People Health, Safety & 

Environment 
Financial & 
Regulatory 

Accountability 

Operational 
Excellence 
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STRATEGIC INITIATIVES AND PROGRAMS 2023/24 
 

People 
We attract and retain high-quality team members in an inclusive and respectful 
work environment. We are committed to our customers and the communities 
where we live and work, determined to provide a high level of service and a 
sustainable future through ongoing engagement. 

 

 

  
Increase institutional 
capacity by filling new 
and vacant positions 
critical to achieving 
utility objectives.  

Goal • Recruit and hire a new General Manager in Q1 of 2023/24.  
• Recruit and hire for engineering positions approved in the 

2022/23 and 2023/24 fiscal years. 

Rationale • A General Manager and their leadership are crucial to the 
organization.  

• Additional engineers are essential to addressing resource 
capacity gaps and delivering on our planned capital work 
established in the current business plan and budget.  

Impact • We must remain competitive in a tight labour market. 
o Retention of current employees is a key factor in 

our ability to meet our goals.  
o Our ability to hire impacts our planned capital 

project delivery. 

  
Continue to 
implement Document 
Management System. 
 

Goal • Complete the implementation of the Document 
Management System (DMS). 

o Complete phase two of the DMS functional rollout 
by September 1.  

o Complete phase three by the end of Q3.  
o Close out by the end of Q4. 

Rationale • The DMS will facilitate easier knowledge transfer between 
current and retiring staff. It will also enable staff to access 
organizational knowledge more effectively and efficiently 
through robust searching and accessibility.  

Impact • This mitigates the risk of loss of information and 
documentation by inadvertent destruction, retirements, or 
inability to locate information. 
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Proactive and 
Constructive 
Approach to Labour 
Management. 
 

Goal • Complete the CUPE Local 227 Job Review by the end of Q2.  
• Engage in pre-bargaining exploratory meetings with CUPE 

Locals 1431 and 227 by the end of Q2.  
• Engage in collective bargaining negotiations by the end of 

Q4. 

Rationale • Planning for and negotiating collective agreements allow 
both the unions and management to clearly understand 
expectations from a procedural, logistical and financial 
perspective.  

Impact • Maintains operational continuity and reduces the risk of 
uncertainty and low morale associated with operating 
without an up-to-date collective agreement.  

 

 

 

  
Continue to increase 
engagement with 
stakeholders and 
customers. 
 

Goal • Building a comprehensive stakeholder engagement plan 
to support long-term planning for Halifax Water by Q1. 
o Develop realistic timelines and appropriate 

engagement tactics that align with the timing of 
critical initiatives, such as redesigning the rate 
design structure, RDC, IRP etc. 

o Conduct a stakeholder heat map for each initiative 
to ensure stakeholders can inform our planning. 

Rationale • Engaging stakeholders helps us better understand whom 
we serve and leads to improvements in Halifax Water 
projects and processes. 

Impact • Through a more collaborative approach that embraces 
positive and productive dialogue, we can better inform our 
business decisions and better understand the impact of 
our decisions on stakeholders. This understanding also 
helps build greater trust and support for our financial and 
regulatory decisions with everyone. 
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Complete the year-
two activities of the 
Diversity, Equity, and 
Inclusion Framework. 
 

Goal • Implement Diversity, Equity, and Inclusion (DEI) and fair 
hiring policies by Q1. 

• Complete promotional campaign to assist with increasing 
women in non-traditional roles (Operations) by Q2.  

• Increase employee participation in Diversity Moments by 
50% by Q2.  

• Deliver respectful workplace training by Q4.  
• Continue to train on unconscious bias.  
• Complete the Human Resources analytics dashboard and 

add more metrics on diversity by Q4.  

Rationale • Increasing diversity in the workplace will provide for 
greater creativity and innovation and increase employee 
morale.  

• Better understand diverse perspectives. 
• Ensuring that we are an organization that embraces 

diversity will assist employees wanting to stay and be 
productive.  

• Increase employee morale as they will have a sense of 
belonging and fitting in. 

Impact • Improve retention of employees.  
• Create an organizational culture of inclusivity and 

belonging.  
• Improve our understanding of and ability to respond to the 

communities we serve.  
• Enhance our reputation of being an employer of choice 

with job seekers.  
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Health, Safety & Environment 
The health and safety of our employees, contractors and the public is our top 
priority. We are focused on a safety-first culture, working to provide healthy, safe, 
sustainable, and reliable services for our community. 
 

  
Adopt standards for 
psychological health 
and safe workplaces 
to continue to build a 
safe work culture.  

Goal • Create a psychological health and safe workplaces 
framework by Q2 to be implemented over the next three 
years.  

Rationale • Improve our safety culture and support employee mental 
health.  

• Having a healthy and safe workplace for employees is 
paramount for Halifax Water.  

Impact • Ensuring employees are safe both physically and mentally 
will reduce workplace injuries.  

• Improves employee morale and productivity.  

 

  
Develop a Climate 
Action Plan. 

Goal • Develop a Climate Action Plan (CAP) for Halifax Water for 
approval by the Halifax Water Board in Q4. 

Rationale • A CAP will guide Halifax Water's investment decisions and 
ensure the long-term resiliency of our environment and 
infrastructure. It will also allow the utility to establish 
targets and track the progress of mitigative measures and 
adaptation strategies. 

• A CAP will support HalifACT 2050 actions that provide 
value to Halifax Water's ratepayers and align with the 
utility's EMS program. 

Impact • Improves our planning for future infrastructure 
requirements as we adjust the evolution of climate 
science. 

• Improves service and reduces the need to recover costs 
related to climate change and the impact on our 
infrastructure.  

• Provides direction and better prepares us for the changing 
climate, reduces energy use, lowering emissions as we 
continue to provide a high level of service (LOS) to 
customers. 
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Enhance wastewater 
modelling and 
develop a strategy to 
consistently meet 
regulatory reporting 
requirements 
regarding CSOs and 
SSOs. 

Goal • Enhance data availability and structure to report combined 
sewer overflows (CSOs) and sanitary sewer overflows 
(SSOs) more efficiently.  

• Have an implementation strategy by Q3 to inform the 
updates to the Environmental Compliance Plan over Q2 
2024/25 to Q2 2025/26. 

Rationale • Assessing flow monitoring equipment for accuracy and 
developing a long-term strategy to optimize the use of this 
flow monitoring equipment in the wastewater system, 
ultimately identifying a multi-year management and 
mitigation program. 

Impact • Enhanced accuracy of reporting and responses to non-
compliance with federal and provincial regulations. 

• Improves our ability to proactively address discharges to 
the environment, thereby reducing potential impacts on 
receiving waters. 

 

  
Finalize and 
implement the Water 
Safety Plan. 
 

Goal • Complete the governance framework for the Water Safety 
Plan by Q2. 

• Complete the first draft of the Water Safety Plan for all 
drinking water systems by Q4.  

Rationale • Building on the Water Quality Master Plan, Halifax Water is 
developing a comprehensive and adaptive risk assessment 
and risk management approach to the quality and safety of 
drinking water. This approach involves continuous 
improvement and risk management, including constantly 
assessing new risks.  

Impact • The Water Safety Plan will help to mitigate several 
corporate risks, including source lake recovery, climate 
change, critical infrastructure failure, water contamination, 
chemical supply chain disruption, asset management and 
aging infrastructure, adopting leading practices, and 
customer experience. 

• The Water Safety plan will provide a means for integrating 
with other corporate plans, including the infrastructure 
master plan, compliance plan and capital plans.  
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Gain approvals, 
execute the contract, 
and start the design 
of the new Biosolids 
Processing Facility. 

Goal • Halifax Water will request the required approvals, award 
and execute the contract and begin the detailed design of 
a new Biosolids Processing facility. 

o Present a construction and operating contract for 
approval by the Halifax Water Board and NSUARB 
by Q4. 

Rationale • Biosolids processing is an integral part of the wastewater 
treatment cycle and is critical to meeting our LOS to our 
stakeholders. The existing facility is approaching its 
processing capacity limits and is at the end of its useful life. 
It needs to be replaced to accommodate the forecasted 
increase in biosolids production resulting from population 
growth and the requirement for secondary wastewater 
treatment of wastewater as required by CCME regulations 
by 2040. 

Impact • This project has the potential to mitigate the following 
organizational risks: 

o Environmental – Ensures the continued service 
and performance of our Biosolids Management 
Program. 

o Financial – significantly reduces the capital and 
operating life cycle costs to process biosolids, 
which will, directly and indirectly, benefit 
ratepayers. 

o Infrastructure and capital assets – ensure the 
facility can meet the processing requirements and 
utilize by-products of the treatment processes. 

o Regulatory – ensures continued compliance with 
current regulatory requirements and upgrading 
the HHSPs to a secondary level of treatment by 
2040. 
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Continue to advance 
the Water Supply 
Enhancement 
Program. 

Goal • As we continue to advance our Water Supply 
Enhancement Plan, we will: 

o Complete detailed design and request funding 
approval for new clarifiers at the JD Kline Water 
Supply Plant (WSP) in Q4. 

o Complete detailed design and request funding 
approval for the Lake Major WSP clarifiers in Q4. 

o Begin detailed design of the Lake Major pumping 
station and intake by Q4. 

Rationale • The Water Supply Enhancement Program will equip both 
large water supply plants with a more robust and resilient 
treatment process, allowing the plants to continue 
producing high-quality water while dealing with changing 
source water quality driven by lake recovery and climate 
change.  

• Maintains the JD Kline and Lake Major WSP in a state of 
good repair. 

• Equips WSPs to provide advanced treatment to deal with 
the taste and odour-causing algal and other emerging risks 
to source water quality. 

Impact • This program helps ensure we can continue providing safe 
and high-quality water. 
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Financial & Regulatory Accountability 
We are ensuring that Halifax Water has the capacity to fund existing and future 
infrastructure. We prudently manage assets and operate our business by balancing 
value and customer service.  
 

  
Develop the next 
Five-Year Business 
Plan, including a long-
term funding strategy 
for operating and 
capital budgets. 

Goal • Develop the five-year business plan for 2025/26 - 2029/30 
by the end of Q3.  

• Develop a new template for the five-year business plan 
that aligns with the "four pillars" used in the annual 
business plan and the new purpose statement by the end 
of Q1.  

• Seek approval from Halifax Water Board in Q4. 

Rationale • This satisfies the NSUARB financial reporting requirements 
and the HRM Council Administrative Order regarding 
Halifax Water. 

• Supports Halifax Water's commitment to increased 
stakeholder engagement.  

Impact • The next five-year business plan will set the organization's 
long-term direction. 

• It will incorporate improvements in our risk management, 
increased resource capacity and a commitment to 
stakeholders. 

 

  
Develop the detailed 
design for Cogswell 
District Energy 
System.  

Goal • Subject to the NSUARB approval, begin the process to 
secure HRM Council approval to expand the service 
boundary to align with the current construction by the end 
of Q2.  

• Begin the process of drafting regulations for the DES by the 
end of Q3.  

• Begin the detailed design by the end of Q2.  

Rationale • Development of the Cogswell District Energy System is 
important to reduce GHG emissions, aligning with 
HaliFACT2050.  

Impact • This project helps Halifax Water reduce GHG emissions. 
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Successfully 
implement the new 
Enterprise Resource 
Planning System (ERP) 
and Capital 
Management and 
Planning Information 
System.  

Goal • Implement the new Cayenta ERP system in the first half of 
the fiscal year, including developing sound business 
processes to support the implementation. 

o Ensure that employees are appropriately trained in 
using the ERP upon implementation and go-live. 

o Ensure that functionality, integration and reporting 
within the new ERP support efficiencies in 
decision-making and administrative and business 
processes. 

o Establish a clear plan for continued enhancements 
of functionality in the ERP. 

• Implement a new Capital Planning and Management 
Information System (CPMIS) to manage the creation, 
budgeting and administration of capital projects, including 
the capability for reporting and auditing, by the end of the 
fiscal year. 

Rationale • A new ERP is required to manage the utility effectively. As 
the utility's new ERP system, Cayenta will streamline many 
financial and customer relationship management 
processes and provide more effective reporting. 

• With the IRP requirement to increase the annual capital 
expenditures, it is necessary to replace the existing 
spreadsheet-based management system to effectively 
manage projects, improve reporting and achieve increased 
accountability by project managers for budget and 
schedule. 

Impact • The ERP will support the financial management and the 
continued financial health of the utility. The ERP is a 
significant, organization-wide implementation and will 
impact all parts of the organization.  

• Staff from across the organization will have improved 
access to information to support decision-making. 

• Greater access to project reporting and project 
information will improve project planning and scheduling, 
timeliness of project delivery and provide enhanced 
reporting on project financial performance 
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Develop and finalize 
an updated HRM-
Halifax Water Service 
Level agreement. 

Goal • Finalize an updated service level agreement with HRM and 
present it to the Halifax Water Board by Q4.  

Rationale • Having standards for conducting business between Halifax 
Water and HRM will allow for greater efficiencies and lead 
to less confusion and frustrations from the public.  

Impact • Decreases the likelihood of customer confusion and 
complaints related to which entity is responsible for a 
particular service. This improves Halifax Water's reputation 
and relationship with its stakeholders (HRM, developers, 
etc.) and regulators (NSUARB).  

 

  
Develop a revised rate 
design and file 
required rate 
applications. 
 

Goal • Develop the framework for a new rate design for water 
and wastewater, and seek approvals for a revised Cost of 
Service Manual by the end of Q4. 

• Develop a strategy for rate applications by Q3. 
• File a rate application for stormwater services in Q4, if 

required. 

Rationale • A revised rate design is required to ensure rates are 
affordable, provide the financial stability required, and 
ensure that users pay for the services they utilize.  

Impact • A revised rate design will support the utility's financial 
viability and provide a framework for long-term affordable 
rates to fund operating and capital requirements. 
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Operational Excellence 
We are committed to service, reliability, and quality for our customers. We 
ensure a more sustainable community by focusing on safely and efficiently 
building, operating, and maintaining our critical infrastructure. 
 

  
Develop and 
Implement the 
Comprehensive 
Emergency 
Management 
Program. 

Goal • Complete key components of the Comprehensive 
Emergency Management Program (CEMP), including the 
Emergency Response Plan and Business Continuity Plan 
(BCP), by Q2. 

• Implement the CEMP Program by Q4.  
• Conduct an emergency simulation (a tabletop exercise) to 

test the plan by Q4. 

Rationale • The CEMP is revising the current Emergency Management 
Plan (EMP) that enhances Halifax Water's emergency 
response measures and further develops its business 
continuity planning. 

Impact • The CEMP will provide clear and concise emergency 
management information and training aligned and 
integrated with other systems and processes throughout 
the organizations. 

 

 
 
 
 
 

  
Keep significant 
capital projects and 
planning studies on 
track through regular 
monitoring and 
reporting. 

Goal • Complete all critical planning activities such that the 
development of the next IRP begins as required by the 
NSUARB in 2024/25. 

Rationale • The IRP is a key guiding document for Halifax Water's 
capital project delivery and long-term sustainability. 
Staying on track with planning studies and projects is a key 
factor in Halifax Water's long-term sustainability. 

Impact • Reduces service interruptions due to infrastructure failure. 
• Ensuring that we retain qualified staff could prevent 

Halifax Water from achieving this goal. 
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Develop the five-year 
Information & 
Technology Services 
Road Map and 
continue to improve 
cyber security. 

Goal • Deliver a new five-year IT road map in Q1. 
• Continue to improve cyber security by: 

o Completing Multi-Factor Authentication project in 
Q1. 

o Completing live test of Disaster Recovery facility in 
Q3. 

o Develop a response plan to Municipal Auditor 
General's IT cyber audit by the end of Q1. 

Rationale • The current IT roadmap, which expires at the end of 
2022/23, focuses on establishing foundational IT systems. 
While essentially complete, some of the original themes of 
connecting employees everywhere and improving 
customer experience are not fully realized. Further, data 
and analytics are becoming more important to daily 
operations.  

• Cyber security is rapidly evolving. Halifax Water must have 
robust measures in place against cyber threats to protect 
sensitive data and maintain continuity of service. 

Impact • This helps mitigate the risk of a cyber-attack or loss of 
sensitive data. 

• Increases connectivity with employees and improves data 
analytic capabilities and the customer experience. 

  
Enhance all capital-
related areas 
(approval, budgeting, 
project planning and 
delivery). 

Goal • Launch new engineering department structure by Q1. 
• Complete Institutional Capacity Study by Q3.  
• Develop project management and planning process by the 

end of Q4. 

Rationale • To meet its asset renewal, compliance, and growth 
requirements, Halifax Water needs to deliver on the IMP 
required spending average of $135 million per year. To 
accomplish this, Halifax Water needs to: 

o enhance its planning systems, budgeting, and 
approval processes 

o increase the number of people focused on project 
planning and delivering. 

Impact • Enhancing the planning, budgeting and approval processes 
and increasing the number of staff planning and delivering 
capital projects will allow Halifax Water to meet the 
required level of capital project delivery in a cost-effective 
and timely manner. 
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Develop dashboards 
and metrics to 
measure and support 
operational 
excellence and the 
level of service to our 
customers. 

Goal • Develop maintenance reports on a selected number of 
assets by the end of Q4. 

• Formalize performance standards for customer response 
and the level of service required to meet these standards 
by the end of Q4. 

Rationale • By adopting standardized metrics, we can: 
o Demonstrate greater accountability and value for 

the services we provide to our customers (did we 
meet our commitments) 

o Make more informed decisions as part of business 
planning and budget development and can assist 
with financial forecasting.  

o Assign the appropriate service levels and timing to 
reduce the likelihood of service interruptions and 
reduce operating costs associated with 
emergencies.  

Impact • Dashboards and established metrics allow Halifax Water 
to: 

o Improve tracking of infrastructure inventory and 
maintains critical infrastructure, improving 
drinking water quality, service reliability, 
regulatory compliance and public health benefits.  

o Reduce unplanned/emergency repairs that strain 
operational resources and our ability to execute 
maintenance plans.  

o Increase operation focus on work execution.  
o Optimize resources to achieve defined service 

levels better.  
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BUDGET SUMMARY 
Capital Budget 
 

Halifax Water's 2023/24 capital budget at a total value of $146,692,000 and detailed information on the 
capital budget is provided in Appendix B.  

Halifax Water's 2019 IRP identifies a 30-year capital investment plan valued at $2.7 billion (net present 
value) and a requirement to achieve an average level of spend of $135 million per year. In relation to the 
IRP, the capital budget program focuses on providing the required infrastructure for asset renewal, 
regulatory compliance, and growth.  

The 2023/24 capital budget recognizes Halifax Water's significant challenge in increasing a capital budget 
from approximately $30 million ten years ago to an average annual IRP target of $135 million and, in some 
years, exceeding $200 million.  

Preparation of the 2023/24 capital budget also balanced the expectation of what can reasonably be 
delivered with capital program targets identified. Developing a budget based on our current workforce 
and business process constraints will help improve our performance tracking to the capital budget targets. 
At the same time, delivering on our recommended annual IRP capital program target provides improved 
service sustainability and a reduced risk of service interruption.  

The proposed capital budget for 2023/24 aligns with the budget outlined in the most recent five-year 
business plan for 2020/21 to 2024/25. It shows an increase of $40 million from last year's budget of $106 
million for a proposed budget of $146,692,000). This is intended to achieve critical projects with well-
advanced planning while respecting the current capacity to deliver, augmented by some human resource 
additions.  

The funding plan for the capital budget comprises the following funding sources; depreciation, debt, 
regional development charge reserve, capital cost contribution, Federal/Provincial infrastructure funding, 
HRM cost sharing and energy rebates. 
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Water Wastewater Stormwater
Depreciation  $   13,293,000 Depreciation  $   17,835,000 Depreciation  $     2,572,000 
Debt  $   39,790,000 Debt  $   36,089,600 Debt  $     7,558,400 
RDC  $     4,593,000 RDC  $   11,983,000 RDC  $        150,000 
External Funding  $     4,541,000 External Funding  $     3,795,000 External Funding  $        367,000 

Capital Cost Contributions  $                  -   Capital Cost Contributions  $     4,125,000 Capital Cost Contributions  $                  -   

 $   62,217,000  $   73,827,600  $   10,647,400 
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Operating Budget 

The operating budget for 2023/24 reflects a projected deficit of $2.3 million. The budget is based on 
regulated rates and charges approved by the NSUARB, effective April 1, 2023. Base charges for water and 
wastewater have remained unchanged since April 1, 2016.  

The main cost drivers of Halifax Water's operating budget are salaries and wages, energy costs, chemicals, 
depreciation, and debt servicing. Operating expenditures are proposed to increase by $7.2 million or 6.0% 
compared to the prior year's budget. Full details of the operating budget are provided in Appendix C. 

 

All three services (water, wastewater and stormwater) forecast deficits for the 2022/23 fiscal year. With 
the approval from the NSUARB in 2022/23 to increase rates effective April 1, 2023, wastewater is the only 
service with budgeted earnings for 2023/24. Halifax Water received approval to utilize $2.4 million of 
accumulated operating surpluses to offset the shortfall in water operations. In addition, during the rate 
application hearing, Halifax Water identified to the NSUARB that the proposed increases in stormwater 
rates were not sufficient for the service to break even and that further stormwater rate increases would 
be required. Halifax Water is planning to submit a cost of service application to the NSUARB early in 2024. 
If approved, the updated cost of service manual will be used to support future rate adjustments.  

Operating Budget Key Assumptions 

Revenue budgets have been developed based on the approved rate increases effective April 1, 2023. 
Consumption is projected to remain the same in 2023/24 as decreasing consumption from existing 
customers is projected to offset increases caused by growth. Halifax Water is budgeting for 680 new water 
customer connections and 640 new wastewater customer connections, on par with the prior year.  

Halifax's Consumer Price Index (CPI) is currently at 7.30%. The increase in Halifax Water's total operating 
expenditures is slightly less than this. Specific assumptions regarding some of Halifax Water's most 
significant expenses are shown in the table below.  

 

Approved Proposed Per Rate 
Budget Budget Application

2022/23 2023/24 2023/24

Operating revenues 152,765$         168,896$         152,765$         16,132$           (16,132)$          
Operating expenditures 128,788 135,949 134,564 7,161 (1,385)
Earnings from operations 23,977 32,947 18,200 8,970 (14,746)

Financial and other revenues 733 951 733 218 (218)

Financial and other expenditures 35,598 36,207 35,734 610 (473)

Loss for the year (10,888)$          (2,309)$            (16,801)$          8,579$             (14,492)$          

Operating Budget Summary (in thousands)

Change from 
Rate App

Change from 
Prior Year
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Significant Operational Expenditures Estimated Cost 
Increase 

Assumptions 
Chemicals  5.00% 
Electricity  10.37% 
Furnace oil  15.00% 
Natural gas  15.00% 
Salaries  1.75-2.50%**  
** Halifax Water has three employee groups governed by two collective agreements and one compensation policy. This range provides  
 an allowance for step increases as employees move through various salary bands. 

 

The budgets for depreciation and non-operating expenses, such as debt servicing and the dividend/grant 
in lieu of taxes paid to the municipality, are developed based on capital spending and additions to utility 
plant in service. 

 

PERFORMANCE MEASUREMENT 
At the end of the 2023/24 fiscal year, Halifax Water's overall performance will be assessed against the 
Corporate Balanced Scorecard (CBS). Halifax Water has been utilizing a CBS to measure utility 
performance since 2001. Each year the Halifax Water Board sets organizational indicators and reviews 
performance results. The CBS targets for 2023/24 will be presented for approval at the March 2023 
meeting of the Halifax Water Board.  

There are eight Critical Success Factors (CSFs) derived from Halifax Water's vision statement. Under each 
of the CSFs, there are organizational indicators to track performance and allow for the establishment of 
targets. This year the eight critical success factors will be organized based on the four pillars: 
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People Health, Safety & Environment 

• The average number of days of 
absenteeism 

• % of grievances resulting in arbitration 
• % of jobs filled with internal candidates 
• Customer satisfaction about water 

quality - % from customer survey  
• Customer satisfaction with service - % 

from customer survey 

• The average score on internal safety 
audits 

• Lost time accidents - # of accidents 
resulting in lost time per 100 employees  

• Safe driving - # of traffic accidents per 
1,000,000 km driven  

• Training - # of employees trained or re-
certified before the due date  

• % of completed safety talks  
• # of IC&I properties inspected by 

Pollution Prevention each year  
• Energy management kWh/m3 reduction 

associated with capital projects  
• Adherence with Water Quality Master 

Plan - % of sites achieving targets  
• Bacteriological tests - % free from total 

coliform Bio-solids residual handling - % 
of sludge meeting bio-solids 
concentration targets 

Financial & Regulatory Accountability Operational Excellence 

• Operating expense/revenue ratio 
percentage Annual cost per customer 
connection – Annual water cost per 
customer connection – wastewater  

• Capital budget expenditures - % of 
budget spent by the end of fiscal year  

• Department of Labour, Skills (DLS&I) and 
Immigration compliance - # of incidents 
with written compliance orders 

• % of public health and environmental 
regulatory infractions resulting in an 
environmental warning report, summary 
offence ticket, ministerial order, or 
prosecution  

• % of WWTFs complying with NSECC 
approval permits 

• Water leakage control – target leakage 
allowance of 160 litres per service 
connection per day  

• I&I reduction - # of inspections on private 
property for discharge of stormwater into 
the wastewater system  

• Peak flow reduction from wet weather 
management capital projects  

• Hours of unplanned outages in GIS and 
Cityworks Water service outages - # of 
connection hours/1000 customers  

• Wastewater service outages – # of 
connection hours/1000 customers  

• The average speed of answer – % of calls 
answered within 20 seconds 
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Appendix A: Organizational Structure and Service Overview 
ORGANIZATIONAL STRUCTURE  
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SERVICE OVERVIEW  
 
Operations  
The Operations Department provides water, wastewater, and stormwater services. While respectfully 
managing the system to ensure each is independently financed based on the user pay model, all activities 
are organized through a "one team, one water" approach that makes it more seamless for customers.  

Water Services  
The Water Services division's mandate is to ensure a safe supply of water to Halifax Water's customers 
from "Source to Tap." The activities include operating and maintaining various systems: 

• Source Water Protection: responsible for managing and protecting watershed land, 
developing and maintaining source water plans, enforcement of Protected Water Areas and 
other relevant source water regulations, source water community relations including working 
with and developing watershed advisory boards, real property maintenance of source water 
lands, and forestry management of watershed lands.  

• Water Quality Management: responsible for water quality planning, water quality 
monitoring, process support to treatment plants, customer inquiries and investigations, water 
quality support to capital projects, policy development, research, and collaboration with 
Dalhousie University in Natural Sciences and Engineering Research Council's (NSERC) Alliance 
Grant Program at Dalhousie University. 

• Water Supply Plant Operations: responsible for operation and maintenance of three large 
water supply plants (JD Kline/Pockwock, Lake Major and Bennery Lake), six small systems, six 
dams, two emergency water supplies and 35 chlorine monitoring devices and re-chlorination 
stations. 

• Distribution System Operations: responsible for operating and maintaining the water 
distribution and transmission systems. The system is managed according to three geographic 
regions responsible for over 1,574 km of transmission and distribution mains, 8,500 fire 
hydrants, 86,500 service connections, 143 pressure control/flow metering facilities, 20 
pumping stations, 16,000 valves and 19 water storage facilities. This also includes responding 
to third-party requests for buried infrastructure locates. 

 

Wastewater Services 

The Wastewater and Stormwater Services division's activities include operating and maintaining 
municipal systems. In this regard, the Wastewater and Stormwater Services division has the mandate to 
protect the environment while providing essential collection and treatment services to its customers. 
These essential services are delivered in sections responsible for stormwater and wastewater activities in 
three regions and 14 treatment facilities.  

Wastewater Services strives to provide uninterrupted delivery of the following services: 

• Wastewater Treatment Facility Operations: responsible for operation and maintenance of 14 
WWTFs and associated infrastructure, regulatory reporting, and implementing and 



26 
 

   
 
 

Halifax Water 
Annual Business Plan 2023/24 

coordinating capital upgrades with other Halifax Water departments. These facilities treat 
approximately 75 million cubic meters of wastewater annually. The department also operates 
four additional small treatment facilities under contract from HRM and the province. 

• Biosolids Processing: responsible for liquid transport, dewatering and processing of sludge, 
operation, and maintenance of various dewatering equipment at WWTFs, administering 
trucking contracts for dewatered biosolids and BPF operations contract, and processing of 
biosolids from on-site septic systems. The BPF, located at the Aerotech Industrial Park, 
produces a soil amendment for beneficial use in agriculture.  

• Collection System Operations: responsible for the operation, repair and maintenance of the 
wastewater collection and trunk sewer system. The system is managed according to three 
geographic regions responsible for over 1,425 km of collection pipes, 165 pump stations, 21 
CSO facilities, and 83,000 service connections. 

• Septage Treatment Services: This is an unregulated activity for Halifax Water, but it provides 
an essential service to residents who do not have a centralized wastewater service. The 
septage from septic hauling companies is treated at the Aerotech WWTF. 

• Facilities, Fleet & Logistics Services: responsible for supplying, maintaining, and repairing 
approximately 270 pieces of mobile equipment and vehicles ranging from trailers and small 
utility service vehicles to large excavation, construction, and transportation equipment. 
Responsible for replacing vehicles and equipment on a life cycle costing basis, vehicle records 
management, and regulatory compliance. This section also operates and maintains corporate 
facilities at the Cowie Hill campus and provides logistical and service support to operations 
and treatment facilities to facilitate efficient operations.  

 

Stormwater Services 

The Stormwater Services division operates and maintains stormwater infrastructure within the public 
right-of-way and easements. This service has undergone significant changes over the past few years and 
continues to progress to achieve a higher LOS. 

• Collection System Operations provides operation, repair and maintenance of the stormwater 
collection and trunk sewer system. Shared crews manage the system within the three 
geographic regions with responsibility for approximately 900 km of stormwater collection 
pipes, 46 stormwater retention facilities, over 1,200 km of ditches, 3,288 cross culverts and 
16,700 driveway culverts. This section provides proactive maintenance of the pipes, ditches, 
and other systems to ensure uninterrupted flow within Halifax Water infrastructure. Staff also 
replace driveway and cross culverts on a priority basis to manage the infrastructure with 
sound asset management practices. In June 2022, Halifax Water became responsible for 
providing stormwater in new areas that include parts of the communities of Boutiliers Point, 
Ingramport, Head of St Margaret's Bay, Lewis Lake, Hubley and Upper Tantallon, East Preston, 
Lake Echo, Mineville, and Lawrencetown. 

Service Review: supports the Stormwater Engineer within the Regulatory Services 
department, conducts drainage investigations, stormwater billing exemption requests, and 
supports other areas of the Operations Department.  
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Engineering and Technology Services 

The Engineering and Technology Services (ETS) Department provides engineering and asset management 
services for planning, designing, constructing, and maintaining water, wastewater, and stormwater 
infrastructure. It is also responsible for all of Halifax Water's digital infrastructure services, including 
information management, geographic information systems, and operational technology. 

The ETS Department has six specific operational sections delivering programs.  

• Asset Management: responsible for developing the Asset Management (AM) Program, including 
the overall strategy, inventories, condition and performance assessments, and the development 
and delivery of the annual Asset Management Plan. This section is also responsible for flow 
modelling and monitoring, developing and long-term infrastructure master planning, including 
implementing the IRP and developing the five-year and one-year capital budget. 

• Infrastructure Planning: responsible for planning and scheduling significant Halifax Water asset 
construction and replacement projects. They are also responsible for planning the development 
of water and wastewater networks and establishing Halifax Water design standards for Halifax 
Water infrastructure. 

• Capital Project Delivery: responsible for the design, construction and commissioning of most 
Halifax Water capital projects. They are also responsible for monitoring and reporting on capital 
project performance and establishing and training staff in capital project management 
methodology and construction management and administration. 

• Energy Management & Business Development: responsible for projects involving resource 
recovery or energy generation, developing energy sales and servicing customers for these 
services. They are also responsible for engineering services related to energy efficiency and GHG 
emission reduction, strategic energy planning and climate change mitigation. 

• Strategic Projects: Responsible for managing and executing Halifax Water projects and programs 
deemed strategic due to their cost, risk or technical complexity. They are responsible for their 
projects' strategic procurement and risk management plans. 

o Information and Technology Services consisting of: 
i. Engineering Information: responsible for the corporate GIS, including maintaining 

and distributing digital records relevant to our infrastructure. The section is 
responsible for ongoing GIS development, including desktop and mobile GIS 
applications and supports capital projects and other initiatives through Computer 
Aided Drafting (CAD) and map production. 

ii. Information Services (IS): responsible for the administration of services relating to 
network resources (storage, servers, printers, etc.), users, access control and 
network security, server hardware and operating systems, all computer 
equipment (including desktops, laptops, monitors, printers, and servers), 
corporate desktop software, and updating and delivery of the Information 
Technology (IT) Strategic Plan including all IT project delivery services. Technical 
Services: responsible for operation and maintenance of the SCADA system, the 
process communications network, and the AMI collection network; 
implementation of the SCADA master plan, process control, cyber security, 
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instrumentation maintenance, electrical maintenance, water pumping stations, 
and operation and development of the process data warehouse. 

 

Regulatory Services 

The Regulatory Services Department supports the utility through the following sections; Environmental 
Engineering, Engineering Approvals, Regulatory Compliance, Safety and Security, Stormwater Engineering 
and EMS. 

• Environmental Engineering: responsible for two key programs, Pollution Prevention and the 
private side I&I reduction. The section also supports updating NSECC permits to operate and 
withdraw water and oversee projects related to contaminated sites and impacts on Halifax 
Water's infrastructure. 

o Pollution Prevention: responsible for promoting compliance of waste discharges with 
Halifax Water's Rules and Regulations through education and inspections.  

o Inflow and Infiltration: assist the Wet Weather Management Program in locating and 
addressing private side sources of I&I. 

o Regulatory Compliance: responsible for sampling the water treatment and distribution 
systems for bacteria and residual chlorine, ensuring compliance with Canadian Drinking 
Water Guidelines and operational permits issued by NSECC. Similar sampling is completed 
for wastewater effluent parameters for compliance with permits issued by NSECC, 
consistent with federal regulations. The group is also tasked with compiling and 
submitting reports associated with the sampling results to NSECC. Regulatory Compliance 
is completing work with the Water Quality Management section to implement new 
permit tracking, data management, and reporting software as part of the IT Strategic 
Program. 

o NSECC Permits: coordinates permit renewals and amendments. 

• Engineering Approvals: responsible for ensuring connections to and expansions of our system 
adhere to the Halifax Water Design Specifications, the Supplementary Standard Specification, and 
the Halifax Water Regulations. In addition, the group oversees the administration of the Backflow 
Prevention Program, which provides a layer of protection to the water distribution system from 
potential contamination events (cross-connections) from medium to high-risk customers. The 
group also administers new service connections, including inspecting new services and renewals 
and administering Regional Development Charges and Capital Cost Contribution Charges. 

• Safety & Security: responsible for providing overall support and delivery of Halifax Water's safety 
program and oversight of the security systems and programs to protect Halifax Water's critical 
infrastructure. 

• Stormwater Engineering: responsible for conducting drainage investigations, stormwater billing 
exemption requests, and operations support. Drainage investigations may be triggered by a 
customer inquiry on private property or an operational issue on Halifax Water-owned 
infrastructure. The Stormwater Engineering team reviews the drainage issues and renders a 
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position which may involve an operational fix or a capital improvement. Complaints stemming 
from stormwater billing are vetted through the Stormwater Engineer, and a decision is provided 
to the customer. 

• Environmental Management System (EMS): provides a system of procedures, records, and 
processes to manage environmental issues and assist with regulatory compliance. It also makes 
day-to-day operations more sustainable and engages employees in these operational activities. 
The EMS program can be audited against ISO 14001 standards and, if found to comply, receives 
certification through ISO. The ISO standard focuses on organizational leadership and identifying 
risks and the associated influences, both internal and external, on an organization. 

 

Corporate Services 

The Corporate Services Department consists of five sections, serving internal and external customers. 

• Finance: responsible for developing operating budgets, funding plans for the capital budget, rate 
applications and financial modelling for business plans. This group assists in preparing the capital 
budgets and confirms the availability of funding sources. The group is responsible for forecasting 
revenues and expenditures, including associated trend analysis, administering the pension plan, 
internal control testing, and quality assurance activities around financial transactions, including 
payroll. 

• Accounting: responsible for timely and accurate financial reporting, financial accounting, fixed 
asset accounting, financial analyses, and preparing financial statements. This group is also 
responsible for revenue; budgeting and forecasting; predicting cash flows; developing and 
implementing accounting procedures; internal controls; managing the billing and collection of 
non-customer charges; and coordinating and supporting the annual external financial statement 
audit. Accounting also assists in preparing capital budgets. 

• Procurement: responsible for planning and delivering procurement services to the organization, 
ensuring compliance with corporate policies, legislation, and trade agreements. This section 
develops and implements reporting and monitoring systems, programs and procedures for 
inventory and procurement. Procurement also supports and guides internal departments in 
acquiring goods, services, and construction to meet Halifax Water's objectives and capital 
programs. 

• Customer Care: responsible for managing customer contacts, establishing corporate customer 
service standards, goals, and objectives, and coordinating the improvement of business processes 
in Customer Care and other departments. 

• Metering and Billing: responsible for installing, maintaining, reading, sampling, and testing 
meters, establishing standards and billing customers for Water, Wastewater and Stormwater 
Services in a timely and accurate manner. 

 

Administration 

• General Manager's Office: responsible for the overall administration of the utility. Some initiatives 
led by the General Manager's Office include governance, business planning, public and 
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stakeholder relationships, and employee relations. Communications, Governance, and Human 
Resources fall directly under the General Manager's Office. 

• Communications: responsible for external and internal communications, maintaining the internet 
and intranet sites, media relations, and social media, and providing support to operations and 
capital delivery to ensure the public is kept informed of significant projects, service disruptions, 
and initiatives. 

• Governance and Human Resources: responsible for legal functions, corporate records 
management, FOIPOP administration, and land administration. The General Counsel acts as the 
Corporate Secretary to the Halifax Water Board and helps ensure that board governance 
processes function smoothly. Also responsible for delivering all human resource initiatives, 
including effective workforce planning, organizational change and development, recruitment 
functions, disability management, health and wellness initiatives, labour/employee relations, 
compensation and benefits functions, pension administration, and employment equity. 

 

Unregulated Business 

Halifax Water conducts some lines of business that are ancillary to the core water, wastewater, and 
stormwater services. These activities constitute approximately 1% of the utility's business. They include 
leasing land for telecommunications, cell phone and radio towers, and some energy-related initiatives 
such as leasing land for wind turbines and generating electricity through in-line turbines in the water 
system. The most material lines of un-regulated business are the treatment of septage from waste haulers 
dealing with private septic systems and the treatment of airline effluent. Halifax Water can also provide 
some services such as contract operations, consulting or leak detecting on a fee-for-service basis. Halifax 
Water offers consulting services to the Atlantic First Nations Water Authority. Unregulated business is 
conducted for the benefit of the regulated rate base.
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Appendix B: 2023/24 Capital Budget 
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Appendix C: 2023/24 Operating Budget 
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