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Western Management Consultants supported by ISL were contracted to 
undertake a Zero-Based Review (ZBR) to address two key questions 
relative to Roads business unit services 

Would changes to services help to 
achieve greater results within 
currently available resources? 

Would changes to current 
service delivery methods 

improve the cost effectiveness 
ofthe service? 

Under Phase 28 of the ZBR process, seven sub-services were initially 
identified for an in-depth review and analysis 
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Project Overview 

Recommendations were subsequently made to develop business cases for 
the following five Roads sub-services 

improve service 
efficiency and 
effectiveness of 
street light 
maintenance. 

contracting out 
pavement 
marking to the 
private sector. 

commercial 
viability of 
expanding Sign 
Shop services to 
other customers 
and clients or 
concentrating 
on core sign 
manufacturing 
processes. 

W e st e rn Management Con s ultant s 

Street Light Maintenance 

contracting 
gravel mining 
and crushing 
operation to a 
private sector 
operator. 

· To compare the 
merits of self­
performing 
versus 
contracting out 
pavement 
rehabilitation 
services. 

Issue Identification: Decline in contractor performance over time 

EPSC Service Levels for Street Light Maintenance 
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Street Light Maintenance 

Options Analysis and Recommendations: 

Maintain contract relationship with EPSC 

but with changes to the identification, 

performance tracking and management 

of outcome measures against which 

service delivery can be monitored, 

penalized and or incentivized. 

Under a managed competition 

environment the Roads Business Unit 

would be permitted to compete with the 

private sector for the provision of street 

light maintenance functions. 

Out-source street light maintenance to 

multiple maintenance service providers 

in different quadrants of the City with 

clearly identified maintenance 

performance measures. 

Western Management Consu l tants 

Pavement Marking 

Issue Identification: 

·-. 
Not recommended 

due to past 
performance of 

EPSC as a single 

source maintenance 

service contractor 

Not recommended 

due to lack of 

readiness of Roads 

Business Unit for 

this type of service 

delivery model 

Recommended to 

achieve short and 

long term service 

improvements that 

can be tracked over 

time 

• Calgary's pavement marking services have not been 
reviewed in the past five years 

• Many other large urban municipalities contract out the 
majority of their pavement marking services 

• Alternative service delivery providers exist in the Calgary 
market 
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Pavement Marking 

Options Analysis: 
• The internal cost per meter of pavement marked is 67 cents. This is 

approximately equal to the weighted average for a third party provider 

• Difference for internally provided services, including labour and maintenance is 
$174,273 

Pavement Marking 

Options Analysis and Recommendations: 

Contract pavement marking 

services to an external third 

party provider through a 

competitive bidding process. 

Western Management Consultants 
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Sign Manufacturing 

Issue Identification: 
• Services have grown from the initial objective of traffic sign production to include 

what can be considered "non-core" products and services 

• Non-core products have the highest cost per unit at $448 (vs. $59 for 
manufacturing traffic signs) 

Breakdown of Core vs Non-Core Sign Shop Services 

Wraps 

W es t e rn M a n age m e nt C ons ult a nt s 

Sign Manufacturing 

Options Analysis: Present State 

Surplus/Shortfall Estimates of Fu ll Services vs Core Services 
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Sign Manufacturing 

Options Analysis: Vendor Supplied Signs and Services 

Sign Production Cost Comparison 
Internally Manufactured vs Vendor Provided 
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$1,874,051 

Internal Sign 

Shop Costs 

Western Management Consultants 

Sign Manufacturing 
Options Analysis and Recommendations: 

Sign 

Sign Shop's products and services to additional private and I or 

municipal customers beyond the City of Calgary. 

Transition to vendor supplied traffic and roadway signs, 

procured from private vendors and no longer produced 

internally by the Sign Shop. 

Western Management Consultants 

Savings from Vendor 
Sourced Signs 
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Gravel Crushing 

Issue Identification: 

• Industry comparable costs for similar services were 
estimated from available data and found to be $6 to $8 per 
tonne versus $10 per tonne at Spyhill . This represents a 20% 
to 30% premium, due to: 

- Annual re-training of work force 

Manufacture of small quantities of specialty products for 
other City Business Units 

Services provided to other City Business Units without 
cost recovery 

We s tern Management Consultants 

Gravel Crushing 

Options Analysis: 

Option 1: Introduce Industry Standard Cost Control 

Option 2: Contract Out Gravel Crushing 
- Often, where multiple specialty service providers are available for 

contracting , those vendors become increasingly efficient within their 
market 

- The adjusted cost of mining, crushing and stockpiling to suit the 
Roads requirements at Spyhill is 20% to 30% higher than similar 
services procured through Tendering in the current market 

- Should the Roads chose to contract out for the mining, crushing and 
stockpiling of gravel it would by definition enjoy and live with the 
lowest market based price for this service 

Western Management Consultants 
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Gravel Crushing 

Options Analysis and Recommendations: 

Improve efficiency via 

application of industry 

standard approaches for cost 

control. 

Improve efficiency by 

contracti ng the mining, 

crushing and stockpiling to 
industry via soliciting tenders 

Western M a n agement Consu l tants 

Pavement Rehabilitation 

Issue Identification: 

Not 

Recommended 

~ in the short-term 

• Many large urban municipalities contract successfully 
contract out the majority of their pavement rehabilitation 

• Consideration of utilization of the Roads labour pool 

• Comparable costs for similar services contracted by the City 
were available for the year 2012 and found to be $16 per 
tonne (1 0%) lower than the City's after adjusting for Detours 
and Project Management, due to: 

- Annual re-training of workers 

- Weekend work 

- Artificially higher cost of hot mixed asphalt from the City's 
plant in Manchester 
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Pavement Rehabilitation 

Options Analysis: 
• Option 1: 

- Efficiency may be significantly improved by implementing industry 
standard measures for cost control , similar to Gravel Crushing 

- Cost control requires that a responsible supervisor be empowered on 
a rational basis to accept or reject charges from others that are coded 
to the operation within the accounting system 

• Option 2: 

- As with Gravel Crushing, the nature of tenders is that scope must be 
reasonably fixed, i.e. within plus or minus of 15% of the quantity for 
each item, and there is little or no flexibility after the contract is let 

- Same benefits of low market price, increased efficiency and no capital 
investment 

- The adjusted cost of self-performing Pavement Rehabilitation is about 
10% higher than other similar work contracted by the City 

• Either option 1 or 2 will lead to improved unit cost performance. 
We s tern Management Consultants 

Pavement Rehabilitation 
Options Analysis and Recommendations: 

Improve via 

application of industry 
standard approaches for 

cost control. 

Improve efficiency by 

contracting out to 
industry via soliciting 

tenders or competitive 

proposals. 

Western Manag ement Consultants 

Recommended 

Not 
Recommended 

at the present 

time 
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Automate performance monitoring of maintenance marking. 

Lengthen pavement marking notice times. 

Review and revise resource allocations based on new marking request trends. 

Review potential vendors for specia lty signs. 

Review equipment utilization and phase out equipment for non-core signs. 

Identify/confirm staff and resource impacts to discontinue non-core services. 

Establish a new work order type to track production of Parks signs. 

Roads should engage a consultant familiar with industry standards for cost control and seek 

assistance in developing and implementing the system. The system will report the results of 

improving efficiency and should the result not be satisfactory, Roads could then implement 

outsourcing of the service. 

Roads should engage a consultant familiar with industry standards for cost control and seek 

assistance in developing and implementing the system. The system will report the results of 

improving efficiency and should the result not be satisfactory, Roads could then implement 

additional outsourcing of the service. 

Western Management Consultants 

Questions 
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