
Strathcona 
REGIONAL DISTRICT 

STAFF REPORT 

DATE: September 28, 2021 FILE: 0550-04 Board 

TO: Chair and Directors, 
Regional Board 

FROM: Dave Leitch 
Chief Administrative Officer 

RE: FIRE SERVICES REVIEW — ELECTORAL AREA D 

PURPOSE/PROBLEM 
To present the results of the Area D Fire Services Review which considered the current fire 
protection service in relation to possible service alternatives. 

EXECUTIVE SUMMARY 
The attached report was presented for information at the September 8, 2021 meeting of the 
Electoral Areas Services Committee and is now presented for further consideration by the Board. 

At this time, it is not being recommended that the Regional District consider any significant 
changes to the existing service arrangement with the City of Campbell River, however it is 
recommended that the current contract be updated to provide more opportunity for the Regional 
District to have input on matters that affect the ratepayers in Electoral Area D. Additional details 
regarding these issues are contained in the report from Aegis Risk Management Ltd. 

RECOMMENDATIONS 

1. THAT the report from the Chief Administrative Officer be received. 

2. THAT discussions be initiated with the City of Campbell River to update the Electoral Area D 
fire protection agreement, and 

THAT a further report be prepared to update the Board on the outcome of those discussions. 

Respectfully: 

7/  
1' DaveLtfh 

Chief Administrative Officer 

Prepared by: T. Yates, Corporate Services Manager 

Attachment: Copy of September 3, 2021 report to the Electoral Areas Services Committee 



STAFF REPORT 

DATE: September 3, 2021 FILE: 0540-04 EASC 

TO: Chair and Directors, 
Electoral Area Services Committee 

FROM: David Leitch  
Chief Administrative Officer 

RE: FIRE SERVICES REVIEW - ELECTORAL AREA D 

PURPOSE/PROBLEM 
To present the results of the Area D Fire Services Review which considered the current fire 
protection service in relation to possible service alternatives.  

EXECUTIVE SUMMARY 
The objective of the Area D Fire Services Review was to obtain a better understanding of the fire 
protection service which is currently provided to a portion of Electoral Area D under contract with 
the City of Campbell River, with annual costs to the Regional District determined on the basis of 
assessed property values.  

In summary, the review concludes that the current service level is above average for the region. 
The City of Campbell River provides adequate fire, rescue and medical response to the area 
(Attachment A), particularly since 2019 when daytime staffing was implemented at Campbell 
River’s No.2 Firehall. A drawback to the current model is that the Regional District has limited 
input into the service and the study recommends that the Regional District consider renegotiating 
the current contract with the City of Campbell River to address this shortcoming.  

With respect to alternative service delivery models, the review analyzed the following: 

1. New volunteer fire department: no daytime staffing;

2. New composite fire department: volunteer standby pay, full-time fire chief and deputy;

3. New fire department: daytime staffing with full-time firefighters.

The cost of each of these options is presented in Table 1 (below). An analysis of using the Oyster 
River Fire Department (ORFD) to provide the service was not undertaken primarily because of 
distance and coverage limitations. It must also be noted that the alternatives identified above do 
not include capital costs associated with the acquisition and servicing of land for firehall purposes. 

This report is presented at this time for information purposes only and to provide sufficient time 
for the study to be reviewed in detail before next steps are determined.  

RECOMMENDATION 

THAT the report from the Chief Administrative Officer be received. 
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Option Service Annual 
Cost 

Net 
Increase 

1 Current contract with the City of Campbell River 
$487,000  

2 New volunteer fire department: no daytime staffing 
$512,000 +$25,000 

3 New composite fire department: volunteer standby pay, 
full-time fire chief and deputy 

$722,000 +235,000 

4 New fire department: daytime staffing with full-time 
firefighters 

$1,354,920 +867,920 

Table 1 – Cost of Fire Services 

 
INTERDEPARTMENTAL INVOLVEMENT 

Depending on further direction with respect to this service, resources could involve protective 
services, financial and corporate staff.  

Prepared by: S. Koopman, Protective Services Coordinator  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Attachment A – Map of Area D Service Area 
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1. EXECUTIVE SUMMARY  
 
The consultants were asked to review Function 210 Campbell River Fire Protection to assess the value for 
service in a defined portion of Electoral Area ‘D’ currently serviced by Campbell River Fire Department 
(CRFD) by way of a service agreement.  The findings will be presented and compared to other potential 
ways the SRD could provide this service such as establishing a new fire department to service the area 
including personnel, equipment, fire station locations, and a governance model.  With the southern 
portion of Area ‘D’ within the Black Creek/Oyster Bay Local Fire Protection Area receiving fire protection 
from the Comox Valley Regional District (CVRD) through letters patent by way of the Oyster River Fire 
Department (ORFD), that service agreement is it outside of the scope of this review.   
 
Three main themes emerged during our review that led the following three options for consideration: 
 

• Option A – Provide no fire protection (not recommended). 

• Option B – Status-quo, continue with the current CRFD arrangement. 

• Option C – Establish a new fire department and terminate the CRFD contract. 

• Option D – Renegotiate the current fire protection contract. 
 
The current service level is above average for the region, and the CRFD provides good coverage for fire, 
rescue, and medical response to the area.  From the consultant’s perspective, things appear to be working 
well and there is good value for service, particularly since 2019 when daytime staffing was implemented 
at CRFD No. 2 fire station.  A key drawback to this model is that the SRD has limited input into the service 
levels, budgets, or operations of either service provider. 
 
Through our analysis the consultants have determined that for the SRD to establish a new SRD fire 
department providing the same level of service as the CRFD agreement, the annual cost would be 
approximately $1.35m including daytime staffing and capital debt servicing for fire trucks and a new fire 
station (excluding the cost of acquisition and servicing of land).  Alternatively, a new “volunteer only” fire 
department providing a much lower level of service, could be established for approximately $512,000.  
Under this arrangement, there would be no daytime staffing as in the CRFD current arrangement, and the 
level of service would be reduced to an all-volunteer response delaying response times by as much as 4 
minutes (see p. 16) and eliminating specialty services such as hazardous materials and technical rescue.  
However, this reduced service level would still be consistent with service levels in other similar 
communities in the region (see Figure 1 below).   
 
These costs include annual operating expenses such as call-out pay, training, consumables, equipment 
maintenance, and capital debt servicing for the purchase of two used fire trucks, funding a reserve for a 
fleet replacement plan, and constructing a new fire station (excluding the cost of acquiring and servicing 
land).  The one-time start-up capital cost are $1.75m for construction of a new fire station and purchase 
of two used fire trucks and equipment.  If brand-new fire trucks are purchased, this cost increases to 
approximately $2.67m. These costs do not include the purchase of land for the new fire station as several 
options exist including direct purchase, donation, repurposing existing SRD land, or redevelopment.   
 
An alternative to establishing a new volunteer fire department is the potential for the SRD to renegotiate 
the existing contract with CRFD.  Some concepts could include a fixed ‘fee for service’ agreement to 
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streamline the SRD’s long-term financial planning process and eliminate any perceptions around the SRD 
directly funding capital assets which are ultimately owned by the City of Campbell River. 
There are two possible ways to enhance the lower service levels of a potential new volunteer fire 
department with some form of daytime response coverage – both of which would exceed the current 
budget (a cost analysis is shown in Figure 1 below): 
 
1. Augment a volunteer response with weekday coverage by a full-time fire chief and deputy fire chief 

supported by a paid standby system to ensure volunteers remain available for response on weekends.  
The cost is approximately $722,000 resulting in a net budget increase of approximately $235,000. 

2. Augment a volunteer response with daytime staffing of two unionized full-time firefighters and a full-
time fire chief, similar to the CRFD arrangement, for a net budget increase of approximately $867,920.  
This option provides a similar level of service as what is currently provided by CRFD. 

 
Figure 1 

Cost of Fire Services 
 

SERVICE COST NET INCREASE 

Current Contract with City of Campbell River $487,000   - 

Estimated Cost to Operate a New Volunteer Fire Department 
with Longer Response Times and No Daytime Staffing 

$512,000* + $25,000* 

Estimated Cost to Operate a New Fire Department Including 
Volunteer Standby Pay and a Full-Time Fire Chief and Deputy 

$722,000* + $235,000* 

Estimated Cost to Operate a New Fire Department Including 
Daytime Staffing with Full-Time Firefighters 

$1,354,920* + $867,920* 

*Costs include operating expenses and capital debt servicing for fire trucks, equipment, and construction of a new 
fire station.  Costs DO NOT include acquisition or servicing of land for a new fire station. 
 
Another common financial comparison is the taxation cost of fire protection per $1,000 of assessed 
property value in the service area.  Notwithstanding that no two fire services are funded and delivered 
exactly the same, Figure 2 below demonstrates a general comparison for fire protection costs in the region 
and the potential options for establishing a new fire department. 
 

Figure 2 
Tax Rates per $1,000 of Assessed Property Value 

 

Fire Protection Area 
Tax Rate per $1,000 of 

Assessed Property Value 

Northern SRD - Area ‘D’ protected by Campbell River Fire Department $0.8520 

Southern SRD - Area ‘D’ protected by Oyster River Fire Department $0.6604 

Potential New Volunteer Fire Department for SRD Area ‘D’ $0.8960 (projected) 

Potential New Volunteer Fire Department for SRD Area ‘D’, with 
Standby Pay For Volunteers And Full Time Chief And Deputy Chief 

$1.2635 (projected) 

Potential New Volunteer Fire Department for SRD Area ‘D’, with Full-
time Career Daytime Staffing 

$2.3710 (projected) 

 
Given that on the one hand establishing a new fire department under any scenario would increase costs 
with varying service level options, but on the other hand would provide complete decision-making 
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autonomy for the SRD, the consultants are not recommending any one approach.  Instead, we have 
provided four detailed options for consideration by the SRD in Section 5 of this report and summarized 
below in Figure 3.   

Figure 3 
Summary of Options 

 

OPTION SUMMARY 

A. Provide no fire 
protection 

• The BC Fire Services Act does not require a fire department. 
• Would result in a serious reduction in public safety.  

• Insurance rates would increase. 

• Consultants would not recommend this option. 

B. Status Quo, 
continue with 
current CRFD 
arrangement 

• Operationally, this service arrangement is working well.  

• Good level of service particularly in the northern portion serviced by two full-time 

firefighters on duty at CRFD No. 2 fire station 6am to 6pm seven days per week. 

• Receive same level of services as City of Campbell River including emergency medical 
response, and rescue and specialty services. 

• Approximately the same cost ($487k) as establishing a new volunteer only fire 
department ($512k). 

• Overall cost is within normal range for the region and Vancouver Island. 

• Limited SRD input into service level and operational decision-making. 

• Capital cost sharing causes annual budget to fluctuate. 

• If this option is selected, consideration should be given to updating the service 
agreement. 

C. Establish a new 
fire department, 
terminate CRFD 
contract 

• Potential to establish a new volunteer only fire department for an estimated annual 
budget increase of $25k. 

• Full SRD control of service levels and operational decisions. 

• Reduced level of service primarily by slower response times due to a shift to an all-
volunteer response without full-time firefighters at CRFD No. 2 fire station standing by 
6am to 6pm seven days per week. 

• Estimated 3-year transition from current arrangement.   

• Services would initially be only for fire response.  Other services such as emergency 
medical and rescue could follow in subsequent years. 

• Fire Underwriters Survey insurance grading and insurance rates would likely remain the 
same as under the current arrangement. 

• Additional 30 volunteer firefighters would be employees who would add to 
organizational overhead in other SRD departments such as Finance and Human 
Resources. 

• Preferred governance model is for direct administration by SRD rather than contracting 
to a fire protection society which would limit SRD input and could increase liability. 

• Potential to add two full-time chief officers and a paid standby system for volunteers to 
this option would improve daytime response times at an additional cost of 
approximately $223k for a total annual budget of $722k. 

• Potential to add full-time daytime staffing as CRFD to this option would provide a similar 

level of service to the CRFD agreement at an additional cost of approximately $867k for 

a total annual budget of $1.35m. 

D. Renegotiate 
current fire 
protection 
contract 

• Potential cost savings by reducing level of service (i.e. eliminating non-emergency and 
non-fire related responses). 

• The current fire protection arrangement, if retained, should be updated into new service 
agreements that include service levels; cost formulas; insurance and liability; compliance 
with and authority to enforce bylaws; and a mechanism for the SRD to provide input into 
decision making. 

• Potential to negotiate a fixed fee for service and eliminate the current capital funding 

model that causes the SRD budget to fluctuate. 
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2. METHODOLOGY 
 
The Request for Proposals (RFP)1 sought qualified consultants to review the current service arrangement 
with Campbell River Fire Department (CRFD) for fire protection in Electoral Area ‘D’ and consider the 
viability of alternative arrangements.  Those alternatives could include establishing a fire department to 
be managed and operated by the SRD or contracting with another entity to provide the service.  The 
project would consider a broad scope of matters including: 
 

• The cost effectiveness of the service currently being provided in comparison to alternative service 
arrangements that may be identified; 

• The equipment and personnel requirements for a separate fire department to serve the area and 
the preferred location for a fire station or stations under such a scenario; and 

• The structure and governance model should a new department be recommended. 
 
Aegis Risk Management Ltd. (the consultants) were the successful bidder and began work on the review 
in August 2020. 
 
The consultants conducted a comprehensive document review including letters patent, agreements, 
policies, financial statements, and budgets.  The document review informed a series of interviews with 
SRD Staff, and the fire chief from CRFD who provided data and information about their contributions to 
the service arrangement.  The consultants then turned to a research and analysis of the information to 
assess the current value for service and identify any alternatives that might be more cost effective or 
improve the level of service.  Those finding are reported herein. 
 
Finding Common Metrics for Comparison 
Finding common metrics by which to compare fire services can be difficult because each community has 
a different model of fire services delivery and different models for funding.  Some areas measure cost in a 
per $1,000 of assessed property value which is a common metric.  This can be challenging because in areas 
where services are contracted, the local government may or may not fund or share ownership of capital 
assets, and the level of input into service levels and budget vary widely.   Others look at the total cost of 
fire protection in relationship to available funds compared to other local government services.   
 
Given the general complexities around common comparators, and the complexity of the multiple 
jurisdictions involved in fire protection for Area ‘D’ the consultants have used a methodology that allows 
the level of service to be compared to the direct costs.  Using this approach, the various alternatives can 
be compared similarly to each other.  The consultants have also provided some general comparators to 
other similar communities, using Vancouver Island wherever possible, so that value for service can also be 
broadly compared to industry averages. 
 
The findings of this report are presented in such a way that the SRD can clearly understand the options 
available, their direct costs, and the level of service each would provide. 
 
 
 
 

 
1Request for Proposals 03-02, Electoral Area D (Oyster Bay/Buttle Lake) Fire Services, SRD, June 17, 2020  
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3. BACKGROUND AND SUPPORTING PRINCIPLES 
 
This section outlines the background information for Area ‘D’ and provides fire service industry context to 
inform the reader around the generalities of providing fire services in a community.  This information is 
provided upfront to establish some basic principles, legal concepts, insurance grading, and fire service 
operations to frame the research and analysis. 
 
About Area ‘D’ 
Area ‘D’ is an electoral area of the SRD which has fire protection provided by two neighbouring fire 
departments by contract with a few residents along Highway 28 being outside of the formal fire protection 
area.   
 
The northern portion is located within the Campbell River Fire Protection Specified Area which is 
established under Letters Patent dating back to 1979.  Those Letters Patent specify that the level of fire 
protection provided to Electoral Area ‘D’ is to be maintained at the same level of fire protection service 
enjoyed by residents of the municipality (Campbell River).2  Fire service is provided by the CRFD from No. 
2 fire station located on Larwood Road in Campbell River.  Response is a hybrid of full-time firefighters and 
paid-on-call volunteers, with two full-time firefighters standing by in the fire station from 6:00 am to 6:00 
pm seven days per week.   
 
The southern portion of Area ‘D’ is located in the Black Creek/Oyster River Fire Protection Local Service 
Area which is a legacy fire district from prior to the dissolution of the Strathcona-Comox Regional District 
and creation of the current Strathcona Regional District (SRD) and Comox Valley Regional District (CVRD) 
in 2008.  Fire protection is provided by the Oyster River Fire Department (ORFD) who respond with a 
volunteer force from their fire station located on Catherwood Road in Black Creek. 
 
The focus of this study is the portion of Area ‘D’ serviced by CRFD. 
 
Fire Services Act 
Fire services in British Columbia fall under the BC Fire Services Act3.  It is important to note that while the 
Act outlines a variety of fire and life safety requirements, it does not require communities to provide fire 
protection or to have a fire department.  Most communities however have recognized the importance of 
establishing fire departments in some form.  Historically in smaller communities where the local 
government did not provide fire protection, citizens often formed a Fire Protection Society to fund and 
operate their own fire departments to protect their properties and reduce insurance costs.  Many of these 
societies still operate today. 
 
The Act does require municipalities to provide a regular system of fire inspections of hotels and public 
buildings.  Regional Districts are presently exempt from the requirement to inspect; however, the Act is 
set to be replaced by a new Fire Safety Act which will likely extend that requirement to all jurisdictions in 
BC.  While fire inspections are not a requirement in Area ‘D’, the CRFD is conducting them in the portion 
of Area ‘D’ to which they respond.   
 
 

 
2Agreement February 14, 1979 Between the Regional District of Comox-Strathcona and The District of Campbell River 
3https://www.bclaws.ca/civix/document/id/complete/statreg/96144_01 
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BC Structure Firefighters Competency and Training Playbook 
The Fire Services Act also requires the Fire Commissioner to establish minimum training standards for 
firefighters. This is presently regulated through the BC Structure Firefighters Competency and Training 
Playbook4 (OFC Playbook) which also requires the Authority Having Jurisdiction (AHJ) to set one of three 
Service Levels summarized below: 
 

• Exterior Operations – firefighters will combat the fire from the exterior without making entry into 
a burning structure to perform firefighting and rescue actions. 

• Interior Operations – firefighters will enter burning structures to perform firefighting and rescue 
actions. 

• Full Service Operations – includes Interior Operations plus a variety of other services such a road 
rescue and emergency medical response. 

 
The OFC Playbook then prescribed minimum training competencies based upon the level of service set by 
the AHJ.  CRFD has declared their level of service as “Full Service Operations”.   
 
WorkSafe BC 
The safety of workers in all workplaces is regulated by WorkSafe BC through the BC Occupational Health 
and Safety Regulation (BC OHS Regulation).  Volunteer firefighters are considered employees in British 
Columbia.  In addition to the general requirements, Part 31 of the Regulation applies specifically to 
firefighting.  One element that is particularly important when establishing and evaluating levels of fire 
services in a community, is BC OHS Regulation Part 31.23 Entry into Buildings5.  This is important because 
the entire firefighting force does not arrive at the fire scene all at once.  There is a gradual build-up of 
firefighters as full-time firefighters respond from the fire station and volunteer firefighters respond from 
their homes or places of work.  The Regulation restricts the duties that firefighters can perform until a safe 
number of firefighters arrives. 
 
With firefighter safety in mind, the Regulation requires that a minimum of four (4) firefighters are 
assembled at the scene of a fire before any firefighters can enter a building to fight fire or perform rescue 
actions.  Until this occurs, all firefighting and rescue actions are restricted to being performed from outside 
of the building.  When four firefighters are assembled, two of the firefighters may enter the building, and 
two must remain outside to be ready to rescue the firefighters inside in the event of an emergency.   
 
Further to this, within ten (10) minutes of the two firefighters entering the building, two additional 
firefighters (total of 6) must be assembled at the fire scene to establish a dedicated rescue team outside 
of the building for the firefighters operating inside.  If the two additional firefighters do not arrive within 
the 10-minute window, the firefighters inside the building must exit and revert to fighting the fire from 
the exterior until additional firefighters arrive. 
 
 
 
 

 
4https://www2.gov.bc.ca/assets/gov/public-safety-and-emergency-services/emergency-preparedness-response-recovery/embc/fire-

safety/playbook.pdf 
5https://www.worksafebc.com/en/law-policy/occupational-health-safety/searchable-ohs-regulation/ohs-regulation/part-31-

firefighting#SectionNumber:31.23https://www.worksafebc.com/en/law-policy/occupational-health-safety/searchable-ohs-regulation/ohs-
regulation/part-31-firefighting#SectionNumber:31.23 
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National Fire Protection Association Standards 
The United States-based National Fire Protection Association (NFPA) establishes standards for an array of 
fire and life safety issues ranging from building construction and fire codes to training standards for 
firefighters.  It is important to note that while NFPA Standards are widely used throughout the world as 
best practices, they are consensus standards and not required by law unless specifically referenced in 
legislation.   An example is that the BC OHS Regulation requires firefighter protective equipment to be 
manufactured in accordance with several NFPA Standards. 
 
Two NFPA standards that are often referred to when establishing levels of service for communities, but 
are not required by law in BC, are: 
 

• NFPA 1710 Standard for the Organization and Deployment of Fire Suppression Operations, 
Emergency Medical Operations, and Special Operations to the Public by Career Fire Departments, 
2020 ed. 

• NFPA 1720 Standard for the Organization and Deployment of Fire Suppression Operations, 
Emergency Medical Operations, and Specialty Operations to the Public by Volunteer Fire 
Departments, 2020 ed. 

 
While these standards are often used as guidelines and benchmarks to aim for, most fire departments in 
North America do not fully comply and have therefore not adopted them as their local standard.  From a 
local perspective, it is unrealistic to expect the SRD to provide fire services meeting either of these two 
standards and the consultants are not aware of any volunteer fire departments who have adopted and are 
fully compliant with either standard.  With this context, the best comparator for evaluating fire services in 
regional districts is perhaps to strive to strike a balance of service and value by comparing the services and 
costs of similar communities and providing the highest level of service that is deemed affordable to the 
community. 
 
Insurance Rates 
The Fire Underwriters Survey6 (FUS) assesses fire protection within communities and assigns a grading 
that is used by insurers to determine fire insurance rates.  The main factors include the water works 
system; fire department location, apparatus, and personnel; and emergency communications.  Grades are 
assigned as Public Fire Protection Classification (PFPC) for public and commercial buildings, and a Dwelling 
Protection Grade (DPG) for residential occupancies.   
 
This report will focus upon the DPG given that Area 'D' is predominantly residential.  Grades range from 1 
to 5, with 1 being the highest, and 5 the lowest.  The current DPG for Area ‘D’ is mostly at DPG 3A which 
is typical for similar communities.   
 
Response Times 
When a citizen calls 911 to report a fire or emergency, time is of the essence.  Structure fires increase 
exponentially in size, and the condition of medical patients often declines while firefighters are 
responding.  Response times are generally measured from the time the call is received in the fire dispatch 
centre (North Island 911) until the first emergency vehicle arrives at the scene of the incident.  Response 
time is broken out into three metrics: 
 

 
6https://fireunderwriters.ca/ 
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• Dispatch Time – the time required for the dispatcher to collect information from the caller and 
alert the fire department that there is an emergency incident. Dispatch time remains fairly 
constant and sits around 60 seconds in most areas.   
 

• Turnout Time – the amount of time that it takes for the firefighters to assemble on a fire truck 
and leave the fire station.  Turnout time varies widely depending upon the type of fire service 
provided.  Full-time firefighters who are on duty in the fire station can generally turnout in 60-80 
seconds.  Volunteers on the other hand, must respond from their home or work to a fire station 
and wait for a minimum number of volunteers to assemble before they can respond in the fire 
truck.  This can add several minutes to the overall response time which will negatively impact the 
outcomes of the incident. 

 

• Travel Time – the amount of time it takes to drive to the incident.  This factor is mostly fixed by 
the geography of the area and the number and location of fire stations.   

 
Firefighters – Volunteer, Paid-on-Call and Full-time Career 
Firefighters in British Columbia fall into one of three general categories and it is important to understand 
a few key differences when making decisions on current levels of service and costs, and contemplating 
changes to the current model. 
 

• Volunteer Firefighters – Historically, this term has been applied to those firefighters in the 
community who provide their service without compensation.  Many fire departments still operate 
this way, but most offer some renumeration in the form of insurance benefits or annual stipends 
or honorariums to fund departmental social activities.  Generally, any expenses incurred by a true 
volunteer are reimbursed such as travel for training etc.  Over time as fire departments began to 
provide pay for volunteers to attend training and respond to incidents, the title remained as 
“Volunteer Firefighter” even though there was now compensation for their time.  In many 
instances, this term has become synonymous with Paid-on-Call below. 

 

• Paid-on-Call Firefighter – This term evolved from the title “Volunteer” when in the 1980’s and 
1990’s many fire departments realized they needed to provide a compensation incentive to 
recruit and retain a full crew of volunteers.  The issues driving this were the increased demands 
for time placed upon volunteer firefighters to meet the increased regulatory requirements which 
required more of their time to attend training and meetings.  Compensation ranges from a 
nominal flat fee to attend training and respond to incidents; up to hourly rates and benefits based 
on BC Minimum Wage requirements and moving upward with experience and increased 
responsibility for supervisory officer ranks. 

 

• Full-time Career Firefighters – Often referred to as professional firefighters because their primary 
employment is in the fire service where they spend several years honing their skills and becoming 
experts in their field.  Communities with full-time firefighters often receive more types of 
specialized services and benefit from the rapid response of firefighters who are standing by in a 
fire station and ready to respond.  As full-time employees working under a collective bargaining 
agreement, the cost is much higher than volunteers or paid-on-call firefighters, but the service 
level is the highest possible standard. 
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For the purposes of this report, the consultants have used the term paid-on-call volunteer to describe 
firefighters who are not full-time career (City of Campbell River).  It is also presumed that if a new fire 
department were established for Area ‘D’ that it would use paid-on-call volunteers to provide fire services 
and that the SRD should expect to compensate any firefighters at rates consistent with the region. 
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4. REVIEW OF CURRENT FIRE PROTECTION CONTRACT FOR AREA ‘D’ 
 
Area ‘D’ receives fire protection through two separate contract arrangements.  The northern portion is 
under contract to the City of Campbell River who provide a composite fire service of full-time and paid-
on-call volunteers.  The southern portion of Area 'D' has fire protection provided by the ORFD with paid-
on-call volunteers (see Figure 4 below).  This section outlines the current fire protection services and the 
costs for each.  It is important to note that not all parts of Area ‘D’ have fire protection.  The western 
portion, which is largely undeveloped but has a few rural structures, does not fall within either of the 
two formal fire protection boundaries. 

Figure 4 
Area ‘D’ Fire Protection Coverage Map 

 
 

All fire services are not the same.  The consultants have taken the approach of describing the level of 
service, current or future potential, and then outlining the cost of those services to the community.  
Decisions about what fire services are right for the community should be taken carefully.  While budget 
and costs are an important aspect, it is unrealistic to provide no fire service in the interest of saving money, 
or to fund multiple fire stations and full-time firefighters in a rural community while sacrificing other 
important services.  There are always a risk-to-benefit decisions to be made with fire services and the 
consultants are presenting our findings in a format that will allow SRD to reach the best, and informed, 
decision for their community.  Figure 5 below describes the range of service levels in the region including 
Area ‘D’ and its surrounding areas. 
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Figure 5 
Level of Service Summary 

 

Level of Service Area Served 

• Two full-time firefighters on daytime standby 
and supported by volunteer firefighters 
providing fire, medical and rescue services 

• Structures are mostly within 8 km of the fire 
station for insurance purposes 

• Northern portion of Area ‘D’ serviced by 
the Campbell River Fire Department 

• Six full-time firefighters on 24/7 standby in two 
fire stations and supported by volunteer 
firefighters providing fire, medical and rescue 
services 

• Structures are within 8 km of the fire station for 
insurance purposes 

• City of Campbell River 
 

• Volunteer firefighters providing fire, medical and 
rescue services 

• Structures are mostly within 8 km of the fire 
station for insurance purposes 

• Southern portion of Area ‘D’ serviced by 
the Oyster River Fire Department 

• Majority of communities within SRD are 
at this level 

 
 

Cost of Current Fire Service Contract 
One common metric for reporting and comparing the cost of fire services is the tax rate per $1,000 of 
assessed property value that is collected to fund the service.  While this can provide a high-level 
generalization of the cost of fire service, it does not take into account the uniqueness of each community 
in terms of the services provided, the structure of the fire department, or the geography of the region.  
Rates are typically lower in small communities with higher density where service can be provided to the 
maximum number of occupants with the fewest resources.  As communities spread out, fire services tend 
to be more costly per $1,000 of assessed property value.  Additionally, some communities have very high 
property values, such as Nanoose Bay in the Regional District of Nanaimo, which can cause the rate to 
appear to be lower. 
 
The rates for Area ‘D’ and similar areas are provided in Figure 6 below for the purpose of identifying four 
general trends: 

1. The current rates for Area ‘D’ are within the normal range for similar communities on 
Vancouver Island (approximately $0.5000 to $1.0000 per $1,000 of assessed property value). 

2. The rate in the northern portion serviced by the CRFD is consistent with the rates paid by the 
citizens of the City of Campbell River. 

3. The projected rate for establishing a new volunteer fire department is similar to the current 
CRFD contract but provides a reduced level of service. 

4. Including any level of daytime standby pay or full-time staffing would exceed the current 
budget and the regional average cost. 
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Figure 6 
Tax Rates per $1,000 of Assessed Property Value 

 

Fire Protection Area 
Tax Rate per $1,000 of 

Assessed Property Value 

SRD - Area ‘D’ protected by the Campbell River Fire Department $0.8520 

SRD - Area ‘D’ protected by the Oyster River Fire Department $0.6604 

SRD - City of Campbell River $0.8783 

SRD – Sayward Valley $0.8450 

SRD – Cortes Island $0.7941 

Regional District of Nanaimo (range)7 $0.2993* to $0.9376 

Potential New Volunteer Fire Department for SRD Area ‘D’ $0.8960 (projected) 

Potential New Volunteer Fire Department for SRD Area ‘D’, with 
Standby Pay For Volunteers And Full Time Chief And Deputy Chief 

$1.2635 (projected) 

Potential New Volunteer Fire Department for SRD Area ‘D’, with Full-
time Career Daytime Staffing 

$2.3710 (projected) 

*Nanoose Bay 

 
For the purposes of this report where the objective is to compare various models of fire service for the 
same geographic area, it is perhaps better to compare the total cost of fire protection for each model and 
then analyse the level of service each provides for that investment. 
 
The annual cost of fire protection for Area ‘D’ is $487,000 for the northern portion serviced by the CRFD8.  
The annual cost to operate a newly established volunteer fire department is estimated at approximately 
$512,000 including debt servicing of capital for a fire station, fire trucks, and equipment which translates 
into an overall potential budget increase of approximately $25,000 annually. 
 
The remainder of this section of the report will describe the current level of service provided so that it can 
be weighed against the costs.   Section 5 provides four options for consideration by the SRD, each with a 
level of service and cost benefit analysis.   
 

Level of Service, City of Campbell River Contract 
The current service provided by the Campbell River Fire Department is very good.  The department has 
selected “Full Service Operations” as its declared level of service under the OFC Playbook.  Full-time 
firefighters during peak call volume hours are on standby from 6:00 am to 6:00 pm seven days per week 
at the No. 2 fire station on Larwood Road.   This response is augmented by paid-on-call volunteer 
firefighters who respond to achieve a build-up of resources to meet WorkSafe BC Regulations. 
 
During evening hours, the response will include the full-time staff at No. 1 fire station downtown Campbell 
River with support again from paid-on-call volunteers.  In the event of a major fire or emergency, this 
arrangement provides Area ‘D’ with access to all of the resources with the CRFD which exceed what a 
newly established fire department for Area ‘D’ could provide. 
 

 
7Nanaimo Regional District, Fire Department Governance Review, Dave Mitchell & Associates Ltd., 2020  
8SRD Finance Department 
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CRFD provides a very high level of service to the northern and most populous portion of Area ‘D’.  
Emergency services include fire, rescue, medical, hazardous materials response and other specialized 
responses.  The non-emergency services include public education and fire safety inspections of inspectable 
properties under the Fire Services Act such as hotels and commercial buildings, although there is no 
authority to enforce the Act or local bylaws. 
 
Response times are also very good.  The average response time for the first arriving emergency unit are: 

• 10 min. 27 sec. (overall) 

• 8 min. 59 sec. (daytime) 

• 12 min. 58 sec. (nighttime) 
 
Responses are broken out by time of day to demonstrate the difference between the service level during 
the day when No. 2 fire station is staffed with full-time career firefighters and night time when the reliance 
is on paid-on-call volunteers supported by the full-time staff responding from downtown Campbell River.  
Figure 7 below shows the incident volume by time of day which indicates the daytime staffing from No. 2 
fire station is providing excellent response times during peak periods, and when volunteer turnout can be 
most difficult (see Appendix ‘C’ for a complete list of services). 
 

Figure 7 
Incidents by Time of Day for Campbell River No. 2 Station 

 

 
 
As mentioned in Section 3 of this report, rapid response times are the best approach to saving lives and 
property in the event of a fire or medical emergency.  While the daytime response for No. 2 fire station is 
the quickest possible response time of all of the options presented, the crew of two firefighters would be 
restricted to exterior firefighting until additional paid-on-call volunteers arrived under WorkSafe BC 
regulations.  Having said this, the quick arrival of a two-person crew with the ability to flow water on a fire 
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from the exterior is still the highest level of first arrival response that could be achieved under any of the 
options presented in this report.  The earliest application of water to the fire stops fire growth and often 
makes the difference between the fire spreading within rooms and floors of the structure, or even to 
neighbouring structures.  This generally translates into better survivability of occupants in a structure fire. 
 
Non-emergency services currently being provided include fire safety inspections of approximately 10 
inspectable properties under the Fire Services Act and public education sessions occurring at Ocean Grove 
Elementary School annually for students in grades 3 to 5.  Additionally, fire investigations, responses to 
burning complaint investigations and beach fires are attended under the agreement. 
 
In terms of insurance and Fire Underwriters Survey (FUS) Grading, the majority of the structures in the 
Campbell River Fire Protection Specified Area are graded Dwelling Protection Grade (DPG) DPG 3A which 
is likely the highest level achievable for the region and is consistent with other communities and the 
majority of the City of Campbell River.  Some portions of the coverage area are graded lower, at a DPG 5, 
due to travel distances beyond 8 km although as previously mentioned many insurers will extend their 
coverage up to 13 km which means the insurance rates are likely in line with the others in Area ‘D’. See 
Figure 8 below. 

Figure 8 
Fire Underwriters Survey Dwelling Protection Grade 
Area ‘D’ Campbell River Fire Department Coverage 

 

 
 
The capital funding model has the SRD funding a portion of capital assets, such as fire trucks and fire 
stations, which causes the actual costs to fluctuate from year to year.  The SRD does not retain ownership 
of any capital assets, some of which provide greater benefit the City of Campbell River such as an aerial 
ladder truck and the proposed reconstruction of No. 1 fire station estimated at $21m.  Service levels and 
decision-making is held by the City of Campbell River with limited opportunity for input by the SRD.  
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5. RESEARCH AND ANALYSIS OF ALTERNATIVE FIRE PROTECTION 
STRATEGIES FOR AREA ‘D’ 

 
This section outlines some of the alternatives to the current fire protection arrangements and describes 
the value for service of each.   
 
As stated earlier in this report, the current arrangement is very effective from an operational and service 
level perspective.  If the jurisdictional boundaries were removed, there is no operational reason to build a 
new fire station or fire department in Area 'D'.  The area itself, and the communities from which the fire 
services are provided, receive good coverage from both existing fire stations.  This is perhaps a result of 
the initial fire protection boundaries that were established decades ago under the single Comox-
Strathcona Regional District. 
 
However, from a decision-making perspective, fire protection with a reduced but regionally adequate level 
of service could be provided at a similar cost and allow the SRD decision-making autonomy. 
 
The following options are presented for consideration.  All are viable for the future of Area ‘D’, but all have 
advantages and disadvantages that should be weighed against each other to determine the value for 
service that is desired by the SRD.  As such, the options are presented in no particular order and the 
consultants are not recommending any option over another and some are presented to understand why 
they are less desirable. 
 

Option A – Provide No Fire Protection 
As stated in Section 3 of this report, the BC Fire Services Act does not require local governments to have a 
fire department.  It only requires that regular inspections take place in municipalities.  Presently Regional 
Districts and rural areas are exempt from fire inspections however the Fire Services Act will soon be 
replaced by the new Fire Safety Act which was passed at the provincial level but has not yet come into 
force.  This new Act will require regional districts and rural areas to conduct fire safety inspections in 
occupancies where the public assembles. 
 
The option to provide no fire services is presented only to identify the lowest cost/lowest service level that 
could be achieved for this portion of Area ‘D’.  This is the least desirable option, but it must be stated in 
order to provide a complete list of options for consideration.  Consequences of this option include a serious 
reduction in public safety and an increase to insurance rates for homeowners and businesses in the 
community. 
 
The consultants would not recommend this option. 
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Option B – Status Quo, Continue with Current CRFD Arrangement  
This option is essentially maintaining the current fire service agreements with both the CRFD and ORFD.  
It would retain the current high level of service and associated costs that have been described in detail in 
Section 4 of this report.  This option is the least disruptive to all jurisdictions however it must be weighed 
carefully against the potential to increase decision-making autonomy with a lower but adequate level of 
service in Option C below. 
 
In the consultant’s opinion, a higher level of service could not be achieved for the current cost, although 
the SRD would remain limited in decision-making and operational input to the service. 
 
Presently, the CRFD arrangement is through Letters Patent and a legacy Service Agreement from the 1970’s 
with the now dissolved Comox-Strathcona Regional District.   This arrangement has been renewed on an 
ongoing basis, likely out of convenience.  Both parties would benefit from an updated service agreement 
even if the terms remain unchanged. 
 

Option C – Establish New Fire Department, Terminate CRFD Contract 
As previously determined in this report, establishing a new fire department for Area ‘D’ is an attractive 
option from a decision-making perspective although for a similar budget, the service level would be 
reduced to a volunteer only response.  The service a new volunteer fire department could provide would 
be comparable to most communities in the region but reduced from those services being provided under 
the current model.   Under this model, response times would be slower overall, but they would be several 
minutes slower during the daytime when full-time firefighters are currently on duty at the CRFD No. 2 fire 
station.   
 
Additionally, there would be a transition period, possibly 2 to 3 years, where the new department would 
likely declare the “Interior Operations” service level under the OFC Playbook which is a lower level than 
the current arrangement.  Once the department had recruited and trained volunteers to meet this 
minimum standard to achieve fire protection goals and ensure FUS Grading, the department could shift to 
including other service such as First Medical Responder and rescue services.  At this point, probably year 
2 or year 3, the department could upgrade the level of service declaration to “Full Service Operations” 
(see Appendix ‘D’ for a transition schedule list of milestones). 
 
In addition to the volunteer only model, service levels under this option could be improved by adding 
some full-time staff and a paid standby system for volunteers for daytime response coverage which would 
increase the cost of the current agreement with CRFD.  Two staffing models are presented for 
consideration near the end of this option (see pp. 24, 25).   
 
From a governance perspective, two models for this option are outlined near the end of this section.  The 
preferred model would be for the SRD to administer the new fire department directly.  A second, less 
preferred, option would be to contract operations to a newly formed not-for-profit society. 
 
Start-up Costs Capital 
Capital costs for a basic but functional approach are estimated at approximately $1.75m to construct a 
modest wood frame fire station and purchase two fully equipped used fire trucks – one traditional pumper 
truck and one water tender (tanker).  While it may be possible to fund this start-up for less by purchasing 
older equipment and building a simple garage to house fire apparatus, the consultants do not recommend 
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buying apparatus that is older and likely to fail, or to build a fire station that will not serve the volunteers 
and community for its forty-year lifespan.   It is important to note that good equipment and facilities are 
part of a comprehensive paid-on-call volunteer recruitment and retention strategy. 
 
At minimum, a new fire station should be comprised of two large apparatus bays, some office and meeting 
space, a kitchen, a training room, bathroom facilities with lockers and showers, and a paved area for 
training outside.  Some recent fire station projects in the region are presented below as examples:   
 

• The CVRD is currently planning a new wood frame, two-bay single-storey fire station for the 
Merville area with a budget estimated at approximately $1.3m9.   

• In 2018, a slightly larger fire station was built on Hornby Island for $2.5m10.   

• The Village of Cumberland is currently constructing a very large two-storey fire station with 3 
double-long truck bays, a museum, and emergency operations centre budgeted at $4.2m11.   

• A portable prefabricated fire station could be constructed for approximately $1.3m, offering faster 
construction and the ability to relocate if conditions change12.  The City of Calgary is currently 
exploring this model13. 

 
This budget does not include the cost to purchase land given the range of options include purchase, 
repurpose existing SRD land, or through other arrangements with developers. 
 
The purchase price for a new municipal engine ranges from $500,000 up to a $1m, however a good used 
engine (approx. 10 years old) can be acquired for much less (approx. $200,000).  The purchase price for a 
new water tender (tanker) truck ranges from $200,000 up to $750,000, however a good used water tender 
(approx. 10 years old) can be acquired for much less (approx. $75,000) but these are often difficult to 
acquire. 
 
Most fire apparatus are manufactured in the United States either in whole or in part.  As such, the US 
dollar is a major factor in the fluctuation of fire truck prices.  These prices typically do not include fire 
hoses and firefighting equipment which must be purchased separately (see Appendix ‘B’ for a more 
detailed capital and operating budget estimate). 
 
Long term costs Capital and Operating 
A modest operating budget is estimated at $512,000 which includes debt servicing for capital start-up and 
funding of reserves for future replacement of capital assets (see the example budgets in Appendix ‘A’).   
 
Mutual Aid Agreements 
Mutual Aid agreements already exist between the various fire departments and jurisdictions with the 
intent of supporting one jurisdiction in the event of a major incident.  Mutual Aid agreements would be 
required to be negotiated for a new fire department, including with the current service provider, which 
could be awkward depending upon how the termination of the current services unfolded. 

 
9https://www.comoxvalleyrd.ca/projects-initiatives/past-current-projects/merville-fire-protection-services-project 
10https://www.comoxvalleyrd.ca/sites/default/files/docs/Projects-Initiatives/hornby_island_fire_hall_project_close_out_report_final.pdf 
11https://cumberland.ca/new-fire-hall-construction/ https://cumberland.ca/new-fire-hall-construction/ 
12https://extremefirestations.com/ 
13https://engage.calgary.ca/walden 
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Mutual Aid is not automatic aid in that it is typically used only when the other fire department needs more 
resources for a major incident, not for when there are few or no available responding resources due to 
poor turnout of paid-on-call volunteers.  Automatic aid agreements can be used to provide an automatic 
response under defined circumstances but there is typically a fee for the service each time it is requested.  
The new department must also be willing to provide mutual aid to its neighbours which reduces its 
capacity to respond within its own jurisdiction. 
 
A new fire department must be capable of truly managing structure fires within its jurisdiction. It would 
not be acceptable for a new fire department to rely on mutual aid to support an under-resourced fire 
service whether real or perceived by the neighbouring jurisdictions.   
 
Recruitment, Retention, and Response Challenges for Paid-on-Call Volunteers 
Volunteerism in most community groups has been in decline for many years and this holds true to the fire 
service.  Attracting volunteers who are willing to undertake the training and respond at all hours to often 
challenging incidents involving harm to people and property in their community is a huge challenge.  
However, retaining a cadre of committed, readily available, well-trained volunteers is even harder.  Some 
volunteers will join their fire department and go on to complete 25 to 30 years of exemplary service, 
however most fire chiefs will agree that average service of a volunteer is about 3 years and that they are 
continuously recruiting new people. 
 
With constant turnover, response capacity fluctuates based on how long it takes to get new recruits trained 
and whether they are available during the days.  A fire department can recruit someone that works shift 
work or nights only and is available during the day, and a few months later they change jobs or change 
shift patterns or move away from the community.  Another issue in rural areas is that many people 
commute to another community for work and are not able to respond to calls during the daytime.  More 
recently, employers are less willing to let their employees leave work to attend calls as they are struggling 
to keep their businesses going.   
 
A factor that is specific to Area ‘D’ is that residents who have interest in being a paid-on-call volunteer 
firefighter may already be members at either CRFD or ORFD.  The downside is that they may not want to 
leave their current fire department to join a new one, or that they may not want to or be able to volunteer 
for both fire departments.  A potential positive is that if there are experienced paid-on-call volunteers who 
would join a newly established fire department for Area ‘D’, then they will bring with them valuable 
training and experience. 
 
A typical makeup of a volunteer fire department has its members in roughly three categories.  One third 
is new and undertaking the training necessary to perform the full duties of a firefighter, another third have 
more than 3 years service and are fully trained but still gaining experience, the last third are long serving 
members who are experienced but often less willing or able to undertake the hard physical work involved 
in firefighting.  Turnover occurs in all three groups. 
 
These factors combined make it difficult to guarantee that enough qualified paid-on-call volunteers can 
respond in a timely fashion to meet the demands of the incident – and it is not unheard of for no paid-on-
call volunteers to respond.  For these reasons, the consultants are recommending that a newly established 
volunteer fire department recruit, train, and retain a complement of 25 to 30 paid-on-call volunteers. 
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Fire Underwriters Survey (FUS) Requirements and Grading 
Making changes to the way in which fire services are delivered in a community has potential to affect the 
Dwelling Protection Grade (DPG) which in turn could impact insurance rates to businesses and residents.  
It is impossible to estimate the affect of establishing a new fire department for Area ‘D’ would have on the 
DPG, without inviting the FUS team to conduct a new survey.  However, given that FUS publishes minimum 
requirements to maintain the current DPG 3A grading, it is very unlikely that the grading would change if 
the new volunteer fire department met these criteria.  A summary is provided in Figure 9 below. 
 
If the SRD elected to implement one of the two models to add daytime staffing to Option C, response 
times would be improved but the FUS DPG would likely remain the same.   
 

Figure 9 
Fire Underwriters Survey Minimum Requirements14 

 

DPG Grading Water Works Apparatus (Trucks) Firefighters 

3A 
Water supply system (fire hydrants) 
meeting FUS minimum requirements 

Response within 8 km by 
road with a Pumper Truck 

15 auxiliary (volunteer) 
firefighters 

 
 
Personnel Requirements 
As described in the FUS minimum standards above, a new fire department could meet the FUS Grading by 
hiring and maintaining a crew of 15 paid-on-call volunteers.  However, given the stated challenges with 
recruiting and retaining volunteers, the consultants would recommend that 25 to 30 paid-on-call 
volunteers be secured.   This would increase chances of adequate responding personnel to meet WorkSafe 
BC Regulations and industry best practices which suggest as many as 15 personnel are required to safely 
manage a structure fire.  Five or six of the paid-on-call volunteers should also be trained as 
supervisors/officers. 
 
Under a scenario where current agreements with CRFD, it would not be well received if the new 
department requested their resources under Mutual Aid agreements in order to manage a residential 
structure fire.  The new department must establish a fire force capable of meeting the challenges and truly 
providing fire protection without assistance except for major incidents such as a fire in a school or 
commercial building. 
 
Every fire department learns its own culture and over time, this number may need to be adjusted up or 
down based upon the response trends that evolve as the new department matures. 
 
Equipment Requirements 
Major capital equipment requirements are set out in the FUS Grading table in Figure 9 above.  The 
consultants would recommend the following: 
 

• One full-sized municipal type fire engine (pumper) capable of transporting 6 firefighters, carrying 
a minimum of 2500 litres of water, a pump capable of flowing a minimum of 3000 LPM, UL Listed, 
and meeting the requirements of NFPA 1901 Standard for Automotive Fire Apparatus 

 
14https://fireunderwriters.ca/Grading/Dwelling-Protection-Grade 
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• One water tender (tanker) truck capable of transporting a minimum of 2 firefighters (preferably 
4), carrying a minimum of 4000 litres of water, with a fire pump, UL Listed, and meeting the 
requirements of NFPA 1901 Standard for Automotive Fire Apparatus 

 
Fire Stations and Locations 
Area ‘D’ is laid out in such a way that good response coverage could be achieved from a single fire station 
located near the centre of the area around McGimpsey Road near Highway 19A.  This central location also 
provides good access to paid-on-call volunteer firefighters living throughout the area.  The entire area 
could be reached in under 8 km of travel distance to meet FUS Grading requirements.  An exact location 
would need to be established based upon availability of property. 
 
Development in Area ‘D’ is projected to be low over the next several years with no development currently 
planned.  However, the Tlowitsis First Nation owns 635 acres on the north side of York Road with plans 
that include developing a community comprised of 75 homes over the next 30 years15.  While this 
development is in the planning stages for future, it is important to consider the potential for collaborations 
that could mutually benefit fire and life safety in the SRD and for the Tlowitsis community.  One obvious 
opportunity is that the Tlowitsis community will want to secure fire protection, which could be a service 
contract with the SRD (see Figure 10 below). 
 

Figure 10 
Proposed Tlowitsis Community 

 

 
 
 

 
15http://www.tlowitsisnation.ca/wp-content/uploads/2016/06/160608d-Tlowitsis-Conceptual-LUP-for-public.pdf 
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Additional Challenges of Operating a Fire Department 
Most of the challenges of establishing, administering, and operating a new fire department have been 
covered in this report, however, there are many hidden challenges and administrative overhead that 
should be highlighted for consideration.   
 
Taking on a new department with 30 part-time employees will add workload to the supporting 
departments within the SRD.  Human Resources would be involved in recruitment, selection, discipline, 
and other workplace issues.  The Finance team would be involved in payroll, budgeting, and supporting 
purchases of new and replacement equipment.   Under the current arrangement, much of this overhead 
is managed by the current service providers. 
 
Potential to Add Full-time Staff and Paid Volunteer Standby Coverage 
The option of establishing a new fire department has been presented on the basis of providing a reduced, 
but adequate, level of service for a similar cost as the existing arrangement with CRFD.  However, the SRD 
may want to consider providing a similar level of service to the current CRFD arrangement, or perhaps 
something in between.  Either would exceed the current budget.  The primary areas to consider are adding 
staffing for a rapid daytime response of the first fire truck; and implementing a system to ensure a portion 
of the paid-on-call volunteer force remains in the community and available to respond.    
 
There is potential to have two full time personnel on duty in a new fire station on weekdays from 
approximately 8am to 4pm and who would be ready to respond.  Under this scenario, a full-time fire chief 
and full-time deputy fire chief could be hired to administer the operations of a new fire station and also 
be the weekday daytime in-station first responders supported by paid-on-call volunteers.   
 
Weekend coverage could be provided by paid-on-call volunteers who would be paid a standby fee to 
remain in the community and be available to respond.  Comox Fire Department provides four hours of pay 
per 24-hour period whenever volunteers are requested to standby in the community16.  Comox generally 
uses this system for special occasions such as holiday long weekends and other times when it is anticipated 
that volunteer availability might be reduced.  If the SRD were to implement a similar system using a 
standby rate of 4 hours at BC minimum wage per 24-hour period for four volunteers to be on standby on 
weekends, the annual cost would be approximately $25,000 and would ensure a weekend response of at 
least four paid-on-call volunteer firefighters.  Costs are shown in Figures 11 and 12 below. 
 
 

Figure 11 
Additional Cost for Weekday Staff Coverage  

and Paid-on-call Weekend Standby Pay 
 

SERVICE MODEL ANNUAL BUDGET 

Full-time Fire Chief providing weekday on-duty response $100,000 

Full-time Deputy Fire Chief providing weekday on-duty response $85,000 

Additional Budget for standby pay for paid-on-call volunteers on weekends $25,000 

Total $210,000 

 
 

 
16 Comox Fire Department Operational Guideline 5.02.09 Paid-on-Call Compensation 
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Figure 12 
Total Cost for Option C with the Addition of Weekday Staff Coverage  

and Paid-on-call Weekend Standby Pay 
 

SERVICE MODEL ANNUAL BUDGET 

Estimated cost for Option C  $512,000 

Additional cost to add full-time fire chief, deputy chief, and standby pay $210,000 

Total Cost of Service $722,000 

Increase from annual cost ($487,000) of current arrangement $237,000 

 
 
Potential to Add Daytime Coverage with Full-time Firefighters 
If the SRD considers adding staff to a newly established fire department, it is important to provide the cost 
of implementing daytime coverage with full-time firefighters as is currently provided by CRFD.  
 
To provide two full-time firefighters to be on standby in a new Area ‘D’ fire station 7 days per week, 365 
days per year, from 6am to 6pm, the staffing requirements and associated costs are in Figure 13 below.  
Coverage would require two shifts of two firefighters (one would be a supervisor) with at least one 
additional firefighter to cover for absences such as vacation and sick leave.  This makes a total of 5 full-
time staff who would presumably be unionized under the International Association of Firefighters (IAFF) 
where provincially negotiated wages17, ranks and benefits would apply.  Additionally, a fire chief would be 
required to administer the fire department and manage the staff and collective bargaining agreement.  A 
fire chief under this scenario would need to be compensated at a higher rate than the unionized staff. 
 

Figure 13 
Additional Cost for Adding Daytime Coverage Using Full-Time Unionized Firefighters 

 

POSITION ANNUALY SALARY BENEFITS (30%) TOTAL 

Firefighter (Shift A) $98,800 $29,640 $128,440 

Lieutenant (Shift A, supervisor) $114,000 $34,200 $148,200 

Firefighter (Shift B) $98,800 $29,640 $128,440 

Lieutenant (Shift B, supervisor) $114,000 $34,200 $148,200 

Firefighter (full-time spare) $98,800 $29,640 $128,440 

Fire Chief (IAFF Captain rate equivalent) $124,000 $37,200 $161,200 

Total $842,920 

 
It is important to note that the purpose of this staffing model would be to provide initial response times 
similar to those currently being provided by CRFD.   It would not replace the need for paid-on-call 
volunteers and the associated costs.  Therefore, the cost for implementing the full-time firefighters above, 
is in addition to the base cost of Option C of $512,000 as shown in Figure 14 below.   
 
 
 
 
 

 
17 Based upon firefighter collective bargaining agreements on record at the BC Labour Relations Board http://www.lrb.bc.ca/cas/ 
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Figure 14 
Total Cost for Option C with the Addition of Daytime Coverage Using Full-Time Unionized Firefighters 

 

SERVICE MODEL ANNUAL BUDGET 

Estimated cost for Option C with paid-on-call volunteer coverage $512,000 

Additional cost to add daytime firefighter staffing $842,920 

Total Cost of Service $1,354,920 

Increase over annual cost ($487,000) of current arrangement (Option B) $867,920 

 
 
Governance Option C1 – Operate the Fire Department under SRD 
If the SRD were to establish a new fire department to service Area ‘D’, the consultants strongly recommend 
maintaining governance and administrative oversight with the SRD.  With a patchwork of legacy fire service 
agreements and society-operated fire departments already in place, a new fire station presents an 
opportunity to begin to pivot towards a more modern governance model that could set the course for the 
future.  A single regional fire department under the SRD would produce economies of scale by streamlining 
administration, standardizing equipment and operating procedures, sharing specialty services across 
boundaries, and centralizing many support services such as recruitment, purchasing, and finances. 
 
The Regional District of Nanaimo recently completed a Fire Services Governance Review18 which supports 
a regional model, and the City of Parksville/Town of Qualicum Beach are currently conducting a study that 
is exploring regionalization of fire services which should be completed this fall. 
 
From an administrative perspective, most regional districts have a position dedicated to oversight of fire 
services such as a fire services coordinator, protective services manager, or regional fire chief.  Whatever 
the title, the role typically reports directly into the regional district’s administrative structure and aligns 
the fire service with other regional services.  A role such as this could begin as part-time working in 
conjunction with the current protective services coordinator and evolve into full-time if other SRD fire 
service arrangements joined a regional model over time. 
 
Positions and salaries in similar regional districts are: 

• Comox Valley Regional District – Manager of Fire Services ($98k annual salary) 

• Regional District of Nanaimo – Fire Services Coordinator ($92k annual salary) 

• Cowichan Valley Regional District – Fire Services Regional Coordinator ($94k annual salary) 
 
Other models to explore include recognizing an existing fire chief within the region as a “regional fire chief” 
who would oversee the operations of a new fire station while maintaining their existing responsibilities in 
their home fire department.  An example is the Regional District of Kootenay Boundary where six fire 
stations are operated under the supervision of a regional fire chief located in the City of Trail.  Services are 
provided to the City of Trail, City of Rossland, and a variety of electoral areas with a combination of full-
time and volunteer firefighters.  A regional fire department has one fire chief with officers at a lower rank 
supervising the individual fire stations. 
 
If the SRD selects this governance model, the new fire service should be viewed as a new SRD fire “station” 
rather than becoming a new “Area ‘D’ Fire Department”.   

 
18Nanaimo Regional District: Fire Department Governance Review, Dave Mitchell & Associates Ltd., 2020  
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Governance Option C2 – Contract Operations to a Newly Created Society 
The history of why some fire services are provided by or through not-for-profit Societies has largely evolved 
from the 1960’s and 1970’s when unincorporated areas did not have fire and other services from a regional 
district.  Local residents, understanding the importance of protecting their own properties from the threat 
of fire, often formed societies to fund the purchase of firefighting equipment and to coordinate the 
establishment of a fire department.  As populations grew and regional districts were able to provide more 
services including fire protection, the simplest solution was to contract fire protection to the existing 
society which owned the assets, was willing to administer the fire department, and assumed the majority 
of the liability. 
 
The fire service as an industry was virtually unregulated in those early days and the world was much less 
litigious which allowed the simplified governance model to flourish.  However with the steady increase of 
WorkSafe BC Regulations, The OFC Playbook training standards and the potential for insurance companies 
to bring action against fire departments in attempts to recover all or a portion of a fire loss, the not-for-
profit society model of governance has become less popular.  In many jurisdictions, it has proven difficult 
for societies to attract board members who undertake a great deal of personal liability which is often not 
known to them.  Further, where regional districts contract fire service to a fire protection society, the 
distribution of responsibility and liability is quite often unclear to the parties which allows significant gaps 
to exist if one party assumes the other has responsibility. 
 
Governance by a society is a legacy model with most modern regional districts having the capacity to 
govern and administer fire services through a fire services coordinator, emergency manager, or regional 
fire chief without the added complexity and risk of involving an independent third party.  Regional districts 
generally benefit from maintaining governance by having greater input into budgets, levels of service, 
standardization of apparatus and equipment, and receiving input from the citizens through a well-
established local government process. 
 
While society-run fire services exist in the SRD, the consultants do not recommend this approach if a new 
volunteer fire department is established for Area ‘D’, or elsewhere in the regional district.  The supervisory 
structure under this model would likely have a fire chief reporting to the society directly.  Additional 
supervisors would be required to ensure firefighters have adequate supervision in the absence of the fire 
chief or when multiple teams are working at a fire scene. 
 

Option D – Renegotiate Current Fire Protection Contract 
CRFD is providing the current fire protection services at essentially the same tax rate as the residents 
within its own jurisdiction.  As such, it is unlikely CRFD could justify providing the same services to another 
jurisdiction for a lower cost.  However, this option is presented because there is potential that a reduced 
level of service could be negotiated for a reduced cost.  For example, the arrangements could be amended 
to provide fire protection only, which is common in other jurisdictions, and eliminate the added value 
services such as emergency medical response which is already provided through British Columbia 
Ambulance Service (BCAS) but augmented by fire departments.    
 
Additional options for the CRFD agreement would be to renegotiate the portions of the agreement that 
pertain to capital funding.  A fixed fee for service could eliminate the fluctuations in the annual service fee 
and allow the SRD to budget more accurately into the future.  Supporting points for this type of 
renegotiation include that some capital assets would see minimal use within Area ‘D’ such as an aerial 
ladder given there are no tall structures.  Additionally, the City plans to rebuild its No. 1 fire station which 
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will be a capital asset largely benefiting the citizens of Campbell River.  Under the current arrangement, 
the SRD would pay a portion of that expense which is currently estimated at $21m. 
 
Presently, the CRFD arrangement is through Letters Patent and a legacy Service Agreement from the 
1970’s with the now dissolved Comox-Strathcona Regional District.   This arrangement has been renewed 
on an ongoing basis, likely out of convenience.  Both parties would benefit from an updated service 
agreement defining levels of service; cost formulas; insurance and liability; compliance with and 
authorization to enforce local bylaws; and a mechanism for the SRD to have input into the fire service 
decision-making process.  
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Appendix A 

Example Start-up Budget for Establishing a New Fire Department 
 

Budget Including Purchase of Used Fire Trucks 
 

CAPITAL (Start-up) Budget 

Fire Station (simple wood frame two bays, 
building only without property cost) 

 $     1,300,000.00 
(plus land acquisition 

and servicing) 
Fire Engine, Front Line (used, less than 10 years 
old) 

 $        200,000.00  

Water Tender (Tanker) (used, less than 10 years 
old) 

 $           75,000.00  

Fire Engine equipment  $           50,000.00  

Personal Protective Equipment (PPE for 25 
volunteers) 

 $           75,000.00  

IT, Communications, Records Management 
systems 

 $           50,000.00  

TOTAL  $     1,750,000.00  
                         Note:  This budget does not include the cost of purchasing land. 

 
Budget Including Purchase of New Fire Trucks 

 

CAPITAL (Start-up) Budget 

Fire Station (simple wood frame two bays, 
building only without property cost) 

 $     1,300,000.00 
(plus land acquisition 

and servicing) 
Fire Engine, Front Line (New)  $         800,000.00  

Water Tender (Tanker) (New)  $         400,000.00  

Fire Engine equipment  $           50,000.00  

Personal Protective Equipment (PPE for 25 
volunteers)  $           75,000.00  

IT, Communications, Records Management 
systems 

 $           50,000.00  

TOTAL  $     2,675,000.00  
                         Note:  This budget does not include the cost of purchasing land. 
 

Operating Budget 
 

OPERATING (start-up)  Budget  

Playbook Training  $        100,000.00  

First Responder Medical Training  $           20,000.00  

Administration Record Management  $           25,000.00  

TOTAL  $        145,000.00  

Appendix B 
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Example Annual Operating Budget 
 
 

OPERATING (annual)  Budget  

Playbook Training  $           25,000.00  

First Medical Responder Training  $           10,000.00  

Training practices  $           50,000.00  

Paid-on-call volunteer callout pay  $         100,000.00  

Administration record management stipend  $           25,000.00  

Equipment replacement  $           50,000.00  

Utilities  $           10,000.00  

Administration    $           25,000.00  

Repairs and Maintenance  $           40,000.00  

Fuel and consumables  $           15,000.00  

Fire prevention and public education  $           10,000.00  

Facility utilities  $           10,000.00  

Personal Protective Equipment Replacement  $           30,000.00  

Capital reserve for apparatus replacement 
(replace two trucks every 20 years at $500k each)  $           50,000.00  

Debt servicing capital, fire station, 30 years  $           43,333.00  

Debt servicing capital, used fire trucks, 15 years  $           18,333.33  

TOTAL  $        511,666.67*  

            *Cost for daytime staffing options would be in addition to this total. 
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Appendix C 
Cost and Level of Service Summary 

 
 

Service Campbell River Fire Department 
Newly Established Area ‘D’ Volunteer 

Fire Department 

Emergency Services 

• Fire 

• Road Rescue 
• Emergency Medical Responder (EMR, 

higher level than First Responder) 

• Technical Rescue 

• Hazardous Materials 

• Heavy Rescue 

• Wildland firefighting 

• Water Rescue 

• Fire only for the first few years 

• Additional services could be added once 
the department is established and 
members are trained to OFC Playbook 
Interior Operations Level 

Non-emergency 
Services 

• Fire inspections 

• Public Education (school program) 

• Burning complaint 
• Fire investigations 

• Additional services could be added once 
the department is established and 
members are trained to Playbook 

Personnel 

• 2 full time firefighters on duty in 
Larwood fire station from 6am to 
6pm seven days per week 

• 4 firefighters on duty 24/7 available 
from downtown Campbell River 

• Paid on Call Volunteers 

• Paid on Call Volunteers 

Average response time 
for first arriving fire 

truck 

• 8 min. 59 sec. (daytime on-duty 
career firefighters) 

• 12 min. 58 sec. (night, paid on call 
volunteers) 

• No overall average due to different 
staffing day/night 

• Estimated similar to Oyster River 

Average turnout time 

• 62.5 sec. (daytime on-duty career 
firefighters) 

• 6 min. 39 sec. (night, paid on call 
volunteers) 

• No overall average due to different 
staffing day/night 

• Estimated similar to Oyster River Fire 
Department 

Annual cost of service $487,000 $512,000 (estimate) 

Annual cost per $1000 
assessed value 

$0.8520 $0.8960 (estimate) 

SRD input and 
decision-making 

• CRFD controls decision-making, 
limited SRD input 

• Complete decision-making autonomy for 
SRD 
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Appendix D 

Example Milestones for Establishing a New Fire Department 
 
 

YEAR MILESTONE 

1 

• Negotiate termination of existing fire service agreement to transition by the end of 

year 3 

• Establish legal requirements for the new fire station 

• Select desired OFC Level of Service 

• Determine a fire station location and acquire land 

• Plan, design, and tender the construction a fire station 

• Establish administrative/governance model 

• Begin the borrowing process for capital funding 

• Alert fire apparatus vendors of the need for two used fire trucks 

2 

• Construct the fire station 

• Purchase apparatus and equipment 

• Recruit a leadership/supervisory position for the fire station 

• Begin the recruitment process for volunteers 

3 

• Establish policies and operational guidelines 

• Hire and train volunteers to the OFC Playbook Standard 

• Purchase personal protective equipment 

• Begin operations of the new fire station overlapping with existing service 

agreements for a transitional period (approximately 3 months) 

• Terminate the existing fire service agreement 

• At the end of year 3, consider amending the OFC Playbook selected level of service 

from “Interior Operations” up to “Full Service Operations” to provide additional 

services 
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