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Summary of ZBR Efficiency Improvements 

ZBR Target Achieved 

Efficiency Improvements 

Recommended 
by ZBR 

2016 
2017 

(Projected) 
2018 

(Projected) 

Management and Leadership 

 Reduce and reorganize management
and leadership structure

$1.0 m $800 
thousand 

$800 
thousand 

$1.0 m 



Deployment and Response 

 Continue to implement the Dynamic
Deployment system, including
moving to an enhanced, risk-based
model with a greater focus on
outcomes

 Develop a revised performance
measurement approach to focus
evaluation and service standards on
outcomes

 Complete medical response unit
pilot and expand

 Invest in predictive modelling
software to support planning and
deployment

 Use the enhanced dynamic
deployment model and revised
approach to performance
measurement as the basis for
planning for future growth

$4.7 m
1
 $2.3 m $4.2 m 

(an additional 
$1.9 m 

in 2017) 

$4.7 m 
(an additional 

$0.5 m in 2018)



Training Revenue 

 Develop a Training Academy
business plan and market the
Training Academy facilities and props
to other users

Up to $992 
thousand

2
 

No new revenue 
yet 

No new 
revenue yet 

$200 
thousand + 



TOTAL  
(not including $8.4 million in Action Plan 
efficiencies) 

$5.7 m – $6.7 m 
by the end of 

2018
3

$3.1 m $5.0 m 
$5.7 m – 
$6.7 m 

1 – The ZBR recommendation was a reduction of $4.7 million from the Action Plan budget, in addition to $8.4 million in previously 
approved reductions (through Action Plan) which will also be managed through this series of recommendations. 
2 – Facility and prop rentals: a total of $200 thousand in revenue per year, plus a possible new revenue stream (if feasible) – NFPA 
1001 training – to provide up to $792 thousand a year, for a total of up to $992 thousand. 
3 – Including the Action Plan efficiencies of an additional $8.4 million, the total ZBR efficiencies will be $14.1-$15.1 million annually 
by 2018.  
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Executive Summary 

During the first year of the implementation phase of the Calgary Fire Department’s Zero-Based Review, CFD 
has achieved the following in each of the recommendation areas: 

Theme #1: Organizational Efficiency and Effectiveness 

 Restructured the management team for more effective functioning, and improved reporting and
communications, including the reduction of 4 positions for a total operating budget efficiency of $800
million

 Implemented key strategies from the Diversity and Inclusion Framework to increase awareness and
internal communications, provide additional training, develop performance measures, expand
recruitment efforts, increase our community presence, and identify support roles and resources

Theme #2: Resource Optimization 

 Implemented  a work plan to evolve the performance measures used for defining and assessing service
levels related to resource allocation (i.e., stations, apparatus, staffing) to shift to a greater focus on
outcomes and risks

 Followed through with planned further implementation of the dynamic deployment model, and
incorporating risk-based data to enhance the model

 Explored innovative apparatus deployment options, including analysis to support the expanded use of
medical response units

 Enhanced the risk assessment data collected through the Community Risk Assessment

 Pursued software advancements to support the new model for resource allocation

 Further reduced the annual operating budget increase tied to FTEs previously allocated to meet the
demands of growth by $2.3 million in 2016

 Maintained emergency medical response

 Explored options for establishing a service level agreement with Alberta Health Services for medical
response

 Maintaining accredited agency status with the Commission on Fire Accreditation International

 Reduced the duration of the recruit training program

 Eliminated the recruit practicum

 Continued the use of non-uniformed staff for non-technical training and pursued external partnerships
for training initiatives

 Increased investment in training for established CFD members

 Began working on a Master Plan for the Training Academy, including plans for increased revenue
generation

Theme #3: Asset and Facility Management 

 Led the Community Services Fleet and Equipment Review Project to explore opportunities for
improved effectiveness and efficiency across the department

 Conducted a utilization review of CFD light fleet assets

 Implemented advanced lifecycle management software for apparatus and core equipment

 Collaborated with City partners and contributed to City-wide growth management and facility planning
processes and initiatives including those related to identifying opportunities for multi-use stations
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Background 

In 2014, Behr Energy Services Ltd. were contracted to undertake a Zero-Based Review (ZBR) of the 
Calgary Fire Department (CFD). The ZBR evaluated all of CFD’s lines of service, with a number of priority 
areas undergoing an in-depth analysis. The review resulted in a series of recommendations approved by 
Council on 2015 November 23.   

These recommendations were developed to maintain or improve fire service effectiveness while 
increasing service efficiency. They will ultimately yield operating budget efficiencies ranging from $14.1 
million to $15.1 million. In considering the impact on current and future budgets, it should be noted 
that: 

 Of this amount, $8.4 million had previously been identified as the CFD’s efficiency gain in Action
Plan; the ZBR provided details on how this efficiency gain would be realized;

 The operating efficiencies identified in the review are expected to be phased in and fully realized by
2018;

 Implementation of the recommendations could require some funding that was not yet identified at
the time the recommendations were approved;

 Participation by CFD in The City of Calgary’s multi-use facility program will influence future capital
planning. Related ZBR recommendations may result in future financial benefits, in addition to the
social and environmental benefits.

In addition to the financial gains, the recommendations of CFD’s ZBR were designed to: 

 Realign the management and leadership structure to support succession planning, improve
communications and continuity, and balance workload across the business unit;

 Improve diversity and inclusion practices in order to increase access to potential new recruits and to
provide a healthy and supportive environment for all staff;

 Further improve the dynamic deployment system in order to better allocate resources based on risk;

 Increase the focus of future service decisions on outcomes and service performance; and

 Improve the CFD’s coordination and alignment with other City services including, in particular,
planning for multi-use facilities to maximize economies and service delivery.

The CFD management team integrated the ZBR recommendations into the CFD’s business planning 
processes and work plan for 2016 and beyond. Throughout 2016, progress was made on each of the 
recommendations, with regular status updates made through internal business unit quarterly reports. 
This report details the progress made in all recommendation areas, including financial benefits, as well 
as the continuing plans for those recommendations not yet fully implemented. 

Recommendations 

The tables below present a summary for each ZBR theme and recommendation, showing the 
recommended future state, realized progress and benefits to date including financial efficiencies, plans 
for continued implementation where recommendations are not yet fully implemented, and strategic 
alignment with Council’s Priorities, Action Plan strategies, and CFD Sustainability Plan priorities. 
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