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Executive summary 
Emergency Communications for British Columbia Incorporated (“E-Comm”) was created as a radio network 
and service provider in the late 1990s to help emergency services providers in the BC Lower Mainland better 
communicate and coordinate during emergency incidents. The organization has since expanded its 
communication operations to serve police and fire agencies throughout the province, becoming a much more 
complex organization. 

E-Comm has an active headcount of 754 as of June 2025 and a 2025 annual expense budget of $153 
million. It continues to deliver both a radio network business line and an emergency communications 
operations business line. As a part of the emergency communications operations business line, E-Comm 
providers primary and secondary Public Safety Answering Point (PSAP) services, as well as dispatch services 
to its clients.  

Use of E-Comm services is voluntary; local governments are responsible for emergency communication 
services and can select whether to provide services themselves, outsource to E-Comm, outsource to RCMP 
Operational Communications Center (OCC) in applicable regions, or another service provider. E-Comm 
currently provides primary PSAP 911 call-answer services to 25 of the 27 regional districts in the province. 
It operates two call-centers, one located in the Lower Mainland (Vancouver), and the other located on the 
South Island (Victoria). E-Comm currently is responsible for answering 99% of 911 calls (primary PSAP 
services) in the province. 

The Province of BC engaged EY to conduct an independent review of E-Comm, as it is a key component of 
maintaining public safety and end-to-end emergency response services. This review aims to identify the key 
challenges E-Comm faces, uncover the root cause(s), and provide actionable recommendations to promote 
financial sustainability and transparency, service quality and resilience across the 911 emergency 
communications system, and achieve positive public safety outcomes – especially relevant considering the 
increasing frequency of extreme weather events such as heat domes and atmospheric rivers. 

The scope was delivered through two separate reports. The first report is a review of E-Comm as an 
organization (this report), focusing on:  

▪ Governance: Assessing the effectiveness of E-Comm’s strategic management and Board 

governance. 

▪ Finance: Evaluating the financial processes, health, and sustainability of the organization. 

▪ Operations: Analyzing operational efficiency, effectiveness, and resilience. 

The second report (“Emergency Communications Service Delivery Model in BC”) addresses the following: 

▪ Service delivery model: Assessing the future of 911 service delivery in BC, including governance, 

standards and regulations, funding, and capacity. 

▪ Policy and recommendations: Identifying potential regulatory framework changes required to 

support the future role of the Province in this sector.  

E-Comm plays a significant and integral role in enabling the provision of public safety in the province. The 

organization has initiated several measures to improve service levels in the past three years, including the 

introduction of a non-emergency police call-taker role, the consolidation of a provincial 911 call queue 

between the Lower Mainland and Vancouver Island, the establishment of a data and analytics team to 

enhance demand forecasting capability, and comprehensive training and upskilling programs. As a result of 

these efforts, service levels have shown improvement. In addition, E-Comm has taken a lead role in the 

rollout of Next Generation 911, and compared to other jurisdictions, is generally considered ahead of the 

curve for this implementation nationally.  
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Introduction 
E-Comm Emergency Communications for British Columbia Incorporated (“E-Comm”) is facing a number of 

complex challenges, It has been mandated to adopt “Next Generation 911 (NG911) technology by the 

Canadian Radio-television and Telecommunications Commission (CRTC), it needs to adapt its services to 

increasing climate threats such as heat domes, and atmospheric rivers, while at the same time responding to 

stakeholder concerns about service levels and escalating costs. This situation has resulted in the decision by 

the Province to undertake a broad independent review to identify key challenges and opportunities to 

improve E-Comm’s role in maintaining public safety and end-to-end emergency communications services. 

The British Columbia Provincial Government (“the Province”) is at a critical juncture in its role, in partnership 

with first responder agencies and local governments, to maintain and support public safety through reliable 

access to emergency communication services. 

This review provides an understanding of the key challenges, their root causes, and recommendations for 

how to move forward with realistic and actionable steps that will better support public safety in British 

Columbia. 

E-Comm plays a significant role in supporting public safety through: 

▪ the maintenance of the largest multi-jurisdictional radio network in the province (used by Police, 

Fire, Ambulance, TransLink, and municipal emergency management teams to communicate essential 

messaging),  

▪ 911 call-answer (primary and secondary Public Safety Answering Point [PSAP] services), and  

▪ police and fire dispatch services.  

The current governance and funding models are based on local government participation and cost-recovery 

levies to fund the organization’s ongoing operations. While E-Comm delivers emergency communication 

services, public safety remains the responsibility of the Province, local governments, and emergency service 

providers such as police, fire, and ambulance.  

Scope and approach 
The scope was delivered through two separate reports. The first report is a review of E-Comm as an 
organization (this report), focusing on three workstreams:  

▪ Governance: Assessing the effectiveness of E-Comm’s strategic management and Board 

governance. 

▪ Finance: Evaluating the financial processes, health, and sustainability of the organization. 

▪ Operations: Analyzing operational efficiency, effectiveness, and resilience. 

The second report (“Emergency Communications Service Delivery Model in BC”) addresses the following: 

▪ Service delivery model: Assessing the future of 911 service delivery in BC, including governance, 

standards and regulations, funding, and capacity. 

▪ Policy and recommendations: Identifying regulatory framework changes required to support the 

future role of the Province in this sector.  

Each of the workstreams followed similar steps in execution but focused on distinct areas outlined in review 

frameworks co-designed with the Province and EY. Through current state analysis and gap analysis, the 

workstreams integrate in delivery while leveraging distinct subject matter expertise.  
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The specific E-Comm services that are in scope for this review include: 

▪ Primary Public Safety Answering Point (PSAP) for 911 services 

▪ Secondary Public Safety Answering Point dispatch services 

▪ Non-emergency call answer services 

▪ Post-disaster and operational facilities 

▪ The financial, operational, and governance impact of NG911 on E-Comm 

▪ E-Comm’s radio services business line impacting on funding and costs, service provision, and 

governance 

Out of scope services included NG911 technical migration and the radio services business line. However, 

governance of the entire organization is evaluated, which incorporates consideration to these out-of-scope 

areas. 

The approach to this review included interviews, documentation review, consultations with subject matter 

resources, jurisdictional scan, site visits, and attendance at Board meetings, as outlined below:  

▪ Interviews were conducted to understand current service delivery ecosystem, identify areas of 

concern, and explore opportunity areas for improvement. Over 100 individuals were engaged as a 

part of this review. A complete list of participants can be found in Appendix B. 

▪ Documentation review was completed to substantiate and identify current state, ongoing plans and 

opportunities for improvement. The review of documentation informed follow up inquiries, enhanced 

our understanding current and ongoing initiatives, and further substantiated challenges and 

opportunities identified in interviews.  

▪ Consultations with subject matter resources were leveraged to identify leading practices and 

provide a point of comparison for E-Comm’s current state. These consultations also supported the 

identification of root causes to support development of impactful and realistic recommendations. 

▪ Jurisdictional scan research was completed to enable comparative analysis of PSAPs in other 

regions. This scan examined regulatory frameworks, corporate structure, funding models, and 

operational performance and efficiencies in Canadian and international comparators. The complete 

jurisdictional scan can be found in Appendix C. 

▪ Site visits to E-Comm’s two emergency communication centres located in BC’s Lower Mainland 

(ECLMD) and Vancouver Island (ECVI) occurred to observe current operational processes and solicit 

feedback from operational staff to identify areas of concern and validate the information provided.  

▪ Board meetings were attended in April and June of 2025 to observe Board operations and 

governance processes such as decision making, discussion and challenge, strategic direction setting, 

and risk management. 

How to read this report 
The background and context section provides a comprehensive overview of E-Comm, its environment, and 

high-level practices to ensure a foundational knowledge required to understand the findings and analysis. 

Findings are organized into thematic areas within each of the three key workstreams: governance, finance, 

and operations. Each thematic area provides relevant context and observations, leading to a finding 

statement, a description of the impact, and correlated recommendations.  

The recommendations are listed and prioritized to prepare for implementation in the final section. 
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Background and context 

Emergency communications in British Columbia (BC) is a multifaceted network comprised of primary Public 

Safety Answering Points (PSAPs), which are the initial contact for emergency calls, and secondary PSAPs 

that handle specialized responses. Dispatch centers serve as operational hubs, coordinating resources and 

communication between PSAPs and first responders. Additionally, radio communication plays a crucial role 

in facilitating real-time interactions among emergency personnel. The system also leverages advanced 

technologies, such as Geographic Information Systems (GIS), to enhance situational awareness and support 

multi-agency collaboration during large-scale incidents. 

Several key actors surround the emergency communications sector forming a broader ecosystem of 

emergency services. The figure below outlines some of these key actors. 

 
Figure 1: Emergency communications ecosystem in BC 

E-Comm was created in the late 1990s to help emergency services providers in the BC Lower Mainland to 

communicate and coordinate better during emergency incidents as a radio network and service provider. 

The trigger event that defined the need for E-Comm was the 1994 Stanley Cup riots in downtown 

Vancouver, when police, fire and ambulance services converged on the area with no ability to speak to each 

other over their different radio systems. Initially, the organization had three core mandates: 

1. Operate as an integrated, regional radio system used by police, fire, and ambulance agencies 

throughout the Lower Mainland. 
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2. Provide police communication operations (PCO) and fire communication operations (FCO) services for 

several Lower Mainland police and fire departments. 

3. Serve as the regional 911 PSAP for Metro Vancouver Regional District. 

Legislation and legal structure 

E-Comm was established under the Company Act, later replaced by the Business Corporations Act (British 

Columbia) and designated as an ‘emergency communications corporation’ under the Emergency 

Communications Corporations Act (British Columbia) (ECC Act, or “the Act”). Radio technology services 

include maintenance of 45 radio equipment towers and over 15,000 mobile radio devices for emergency 

responders and municipal service staff across the Lower Mainland, who make more than 50 million 

transmissions annually.  

In the 1970s, local call centers known as PSAPs were established by local governments to receive 911 calls 

within each region. Telecommunications companies automatically routed each 911 call via dedicated 

telephone lines to the nearest PSAP which were then responsible for directing each call to appropriate 

police, fire, or ambulance for dispatch. Over time, smaller PSAPs were consolidated into larger, regional 

centers for efficiency. Now, in addition to radio communication services, E-Comm provides primary PSAP 

911 call-answer services to 25 of the 27 regional districts in the province, secondary PSAP and dispatch 

services for 70 police and fire agencies, and non-emergency services. 

E-Comm is structured as a cost-recovery, not-for-profit organization and tax exempt by the Canada Revenue 

Agency (CRA). It recovers costs through the users of its services, which now includes radio operations, and 

emergency communications (including 911 call answer and dispatch services). Cost recovery for radio 

service members is mandated in the ECC Act s.71; cost recovery for non-members is not mandated. 

E-Comm has a Members’ Agreement with its shareholder radio users, who are bound by its terms and 

conditions. For the RCMP, a Special User Agreement outlines specific terms. Under the ECC Act, the Ministry 

of Public Safety and Solicitor General (PSSG) must approve any amendments to the Members’ Agreement. 

The Members’ Agreement outlines the structure of the Board of Directors and classes of memberships, 

responsibilities of the Board, the appointment of the President, approval of budgets, establishment of rates 

charged to members and special users, and oversight of long-term capital requirements and borrowing. 

Shareholder approval, obtained through shareholder votes, is necessary for key actions such as the 

dissolution of the company, amendments to its purposes, cost-sharing formulas, and borrowing beyond 

authorized budgets, as well as for significant changes impacting governance or financial stability. 

Provincial oversight 

The Ministry of Public Safety and Solicitor General (PSSG) is responsible for the ECC Act, which is the statute 

that designates E-Comm as an emergency communications corporation. While the Act provides certain 

authorities of the Province with respect to designated emergency communications corporations, there are 

no mechanisms set out therein for Provincial oversight. Through the Members’ Agreement, the Province has 

the right to designate two seats on the Board of Directors, with one held by the BC Fire Commissioner and 

the other currently held by an Assistant Deputy Minister from the Ministry of Citizens’ Services (CITZ). 

Oversight is primarily exercised through participation in Board discussion, review of Board materials, and 

relationships with the executive team. Without formal legislation or regulation, provincial oversight of E-

Comm remains limited and reactionary. 

 
1 In accordance with the ECC Act, s.7, members of an emergency communications corporation must pay to the corporation 
all rates for operating expenses and capital expenditures that are assessed by the corporation. 
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in the future through a right to convert their Class B share(s) into Class A share(s) and do not 

generally hold voting rights except as specifically required by the Members’ Agreement, Articles or 

applicable legislation). The Members’ Agreement includes a cost-sharing formula for these radio 

services.  

▪ Clients: Clients for emergency communication operational services are generally governed by 

bilateral service agreements that outline their rights and obligations. Several operational 

committees are in place to engage with clients on operational and policy matters. 

▪ Associations: Insights from police, fire or industry associations (e.g., British Columbia Professional 

 ire  ighters’ Association (BCP  A), BC Association of Police Boards (BCAPB), etc.) can influence 

policies and practices related to emergency communications and response. E-Comm directly 

engages with these associations on an ad-hoc basis related to specific initiatives to discuss 

operational challenges, seek feedback, share leading practices, and explore opportunities for 

collaboration. 

▪ Other secondary PSAPs: There are approximately 20 secondary PSAPs in BC in addition to E-

Comm. As a primary PSAP, E-Comm is responsible for transferring calls to other secondary PSAPs, 

such as Surrey Fire, which do not utilize E-Comm’s fire call-taking and dispatch services. The 

relationship between E-Comm and downstream secondary PSAPs is important, as the speed, 

accuracy and coordination of emergency responses significantly impact the effectiveness of service 

delivery. 

Organizational structure  

 

Figure 5: Executive leadership team 

E-Comm’s internal structure includes an Executive Leadership Team (ELT) with 11 people. This team 

oversees the following functional areas: 

▪ Operations: Manages two major emergency communications centers that provide 911 call taking as 

well as police and fire dispatch services and works alongside partner agencies and stakeholders to 

advance public safety initiatives.  

▪ Governance and legal: Oversees all governance and legal affairs of the organization, encompassing 

legal services, Board operations, privacy and access compliance, and the development of enterprise 

policies. 

▪ People and culture: Drives organizational success by attracting, retaining, and developing top talent 

while fostering a culture of inclusion and continuous growth. It enhances employee experience, 

ensures compliance with policies and labor laws, and builds a high-performing workforce aligned with 

E-Comm’s corporate values. 

▪ Technology services: Manages and supports information and communication technologies that 

underpin 911 call-taking and dispatch operations. This includes overseeing critical infrastructure, 

cybersecurity measures, and the implementation of Next Generation 911 (NG911) technologies. It 
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Figure 9: Overview of levy types 

Expenses 

The expense structure includes direct costs for front-line operations (salaries, technology maintenance) and 

corporate costs that support the organization. E-Comm employs a bottom-up budgeting approach, engaging 

stakeholders to align financial planning with operational needs. This bottom-up approach is informed by top-

down target setting to identify acceptable levy increase ranges. Historically, E-Comm has presented a one-

year budget and five-year forecasts separately but is moving towards the co-development of one-year 

budgets and five-year forecasts at the same time. 

Operations 

E-Comm established a wide-area radio network upon its inception. This network provides a uniformed 

platform to enable emergency services personnel to communicate across jurisdictions and agencies during 

critical situations. 

Since 1999 they have expanded and evolved into an emergency communications organization, offering the 

following services: 

▪ 911 Call Answering (911 PSAP) - When callers dial 911, they are asked, “Do you need police, fire, 

or ambulance, and for what city?” Based on the response, the call is routed to the appropriate 

"secondary Public Safety Answering Point (PSAP)" specific to the requested service. Notably, E-

Comm has been collaborating with the Crisis Centre of BC to explore the integration of mental health 

calls. 

▪ Police Communication Operations (ECLMD Police and ECVI Police) – police emergency (ER) call-

taking, non-emergency (NER) call-taking and dispatching. 

▪ Fire Communication Operations (Fire Dispatch) – fire emergency call-taking, non-emergency call-

taking and dispatching.  

▪ Fire Technology – computer-aided dispatch (Fire CAD), record management system (Fire RMS) and 

technology services. 
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This transition requires replacement or upgrade of telephony applications and hardware to be compatible 

with NG911 standards. Future transformations within NG911 include nationwide introduction of Real-Time-

Text (RTT) service, the first expansion of 911 services beyond existing voice-based services. The detailed 

timeline for the launch of these services has not been determined. 

Ongoing opportunities and challenges associated with the transformation include: 

▪ New technological requirements: The shift to NG911 introduces new technological standards and 

infrastructure needs, necessitating significant upgrades to existing systems. 

▪ Training and operational impact on call-takers and dispatch: Call-takers and dispatch personnel will 

require training to adapt to the new systems and processes. This operational shift may affect 

response times and workflow during the transition period. 

▪ Budgetary implications: The financial impact of the transition is significant, as it involves substantial 

investments in technology and training. Supplemental funding for the NG911 initiative has been 

provided by the provincial government. This includes $121 million provided to E-Comm (including 

funding for partners) and $60 million provided to the Union of British Columbia Municipalities 

(UBCM) to support local government training and other costs.  

E-Comm has confirmed that it will launch on time or prior to the federally mandated date while remaining on 

budget for the implementation. Ongoing operational cost impacts remain unknown.  
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Findings and recommendations 
An overview of the analysis completed in outlined below, highlighting the significant findings that emerged 

for each of the in-scope workstreams: governance, finance, and operations. These findings serve as a 

foundation for identifying recommendations. 

Governance 
E-Comm was established to provide an emergency wide-area radio network for the Lower Mainland; its 

governance structure and Board were designed to support this objective. The organization has since 

expanded its communication operations to serve police and fire agencies with primary PSAP, secondary 

PSAP, and dispatch services, becoming a much more complex organization. In such time, the legislation and 

definition of the provincial oversight role has not been updated. Both the Province and E-Comm identified 

that the existing governance structure no longer adequately addresses the needs of the organization. As 

such, the governance structure has been a focus area for E-Comm in recent years. E-Comm’s Board has 

deferred approving any changes to the governance structure pending the outcome of this independent 

review. 

The key thematic finding areas relating to governance include:  

▪ Board governance 

▪ Provincial role  

▪ Stakeholder management, and  

▪ Strategic planning and management. 

Board governance 

As mentioned, E-Comm exists under the Business Corporations Act (British Columbia) and designated as an 

‘emergency communications corporation’ under the ECC Act.   The current Board includes 23 Directors, and 

the structure was originally established to oversee radio technology services, including shareholder 

representatives from that line of business. As E-Comm’s role expanded to include emergency communication 

services, the Board composition did not significantly evolve to reflect its growing and more diverse 

operations or client base. While some operational clients—such as elected officials representing 

municipalities—now sit on the Board, the overall structure remains largely aligned with its original 

shareholder foundation. This has contributed to multiple ongoing governance challenges. 

The size and composition of the Board impact the effectiveness of discussions and decision-making 

processes. Some Board members reported that questions raised in meetings are not always addressed, even 

as decisions move forward. For instance, Directors reported that when questions about the recent surplus 

were raised, they were not answered. Others noted that they are not provided sufficient information for 

decisions, or that information is presented to them as informational only, rather than for strategic 

consideration and decision. Board members reported not feeling unified given the large size of the Board and 

the varying set of interests and perspectives that make it difficult to create space for consideration at all. 

Some Board members reported uncertainty about how to balance their fiduciary responsibilities to E-Comm 

with their roles representing member organizations or operational clients. Stakeholders noted that this dual 

role creates tension and may limit the Board’s ability to act in the interest of the organization. This is 

common in an organization governed by a Board that is comprised of constituent members. It is commonly 

addressed through training, communication, or the ability for a Director to abstain from a vote. However, in 
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this situation, abstaining from votes during decision-making presents significant challenges due to the 

number of conflicts, thereby providing further support for the proposed changes to the Board structure. 

The Terms of Reference for the Board outline the roles and responsibilities for Directors including 

emphasizing fiduciary duty to prioritize the interests of E-Comm. However, during stakeholder engagement, 

some Board members reported insufficient clarity and communication regarding the purpose and 

expectations of their roles, particularly when these roles conflict with their fiduciary duties to their primary 

organizations.  

Interviews noted there has traditionally been a close working relationship between the Board Chair2 and the 

CEO as a direct result of the large, complex Board structure. While this provides advantages given the 

current structure, it does reduce independence of the two roles, providing further support for the proposed 

changes to the Board structure detailed in recommendation 1-1.  

Currently, Board materials tend to be lengthy with over 200 pages and could be better organized to facilitate 

discussions and decision-making. While some members appreciated the comprehensiveness of the materials, 

they expressed that the focus is often too heavily on operational agendas, lacking sufficient financial and risk 

information needed for strategic decision-making. Additionally, some Board members shared concerns about 

receiving information that feels overly controlled, which creates a perception of executive interference and 

limits the flow of information, resulting in communications that are often one-directional. There are 

opportunities to enhance Board decision-making by streamlining materials and improving the quality and 

transparency of information provided to Board members. 

With respect to financial information shared to the Board, feedback from Board members indicates that no 

complete organizational budget is presented to the Board, rather only levy increases.  This contributes to 

the sense of lack of transparency in financial reporting and can also contribute to challenges with expense 

management and strategic alignment of spending. For example, in the November 2024 Board package, high-

level figures for levies were shown across Business Lines, but no prior year or trend data were presented for 

comparison. 

The relationship between the Directors and the executive leadership team (ELT) members is generally 

positive and collaborative. However, as management seeks to find the right balance of information to 

provide to the Board, Directors have indicated that the information they receive may be limited. This 

challenge is not unique to E-Comm; finding the appropriate balance to ensure that the Board is not only 

informed of decisions but also actively engaged in strategic governance and input is a common issue. This 

situation may be exacerbated by the fact that the Board is predominantly composed of Directors who are 

also operational clients of E-Comm. This highlights the need for clear delineation of roles and responsibilities 

between the ELT and the Board. 

At E-Comm, Board committees support governance by providing focused oversight. Feedback from Board 

members indicates that most substantive work currently takes place at the committee level, where there is 

more time for in-depth discussion than during full Board meetings. Given the large Board size and limited 

time available in full meetings, stakeholders saw value in ensuring committee discussions are more 

effectively connected to Board-wide decision-making. Encouraging broader participation in committee 

processes—such as inviting additional Board members to relevant workshops or discussions—was seen to 

enhance engagement, improve transparency, and surface a wider range of perspectives. A recent example 

was the  inance Committee’s budget workshop, which focused on budget discussions and was open to all 

Board members. This provided an opportunity for questions and concerns to be raised. The effectiveness of 

this approach, however, depends on the level of participation or engagement from Board members outside 

the committee meeting.  

A recent self-evaluation survey completed by Board members revealed feedback that aligns closely with 

information gathered from interviews with Board members and our findings. Notably, about one-third of 

 
2The E-Comm Board of Directors elected a new Board Chair effective June 2025, during this review. 
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▪ PSSG could engage with the Crown Agencies and Board Resourcing Office to provide 

advice and support to E-Comm on new governance structures.  

▪ PSSG could work with Ministry of Housing and Municipal Affairs to assist local 

governments with the transition.  

▪ Define clear independence criteria for what constitutes an independent Director within E-

Comm. This may include criteria such as no significant financial ties to E-Comm, no familial 

relationships with current Board members or executives, or no active employment with E-

Comm shareholders.  

▪ Define clear role and skill profiles required on the Board. This could include legal and 

governance, human resources, finance, technology, strategic communications, stakeholder 

engagement, call centre or emergency communications industry experience. 

▪ When recruiting for these positions, consider diversity, equity, and inclusion (DEI) principles to 

reflect a range of perspectives, including geographically diverse representation to reflect the 

province-wide mandate of the organization. 

▪ Consider engaging a professional Board recruiter and/or the BC government’s Crown 

Agencies and Board Resourcing Office (CABRO) to identify potential Board candidates who 

meet the established criteria. 

▪ Each time a new Board position is open, reassess and update the skills matrix to adapt to 

evolving organizational priorities, ensuring its ongoing relevance in guiding Board 

composition. 

While this change has a complicated implementation path, it is critical for the success of the 

organization. Board composition and structure changes should be implemented closely with the 

recommendations made in the stakeholder management section of this report. Proactively 

managing stakeholder concerns will support E-Comm’s longer term client management as all the 

shareholders currently on the Board represent select E-Comm’s clients.  

1-2. Update the Terms of Reference for the Board of Directors to include a structured Board tenure 

policy and cycle recruiting for positions to ensure staggered term-end across the positions. 

▪ The tenure policy should consider maintaining institutional knowledge and the level of 

complexity in the operating environment. A minimum term of three years, with a maximum of 

three terms (totalling nine years) is advised.  

▪ This change would also require amendment to the Articles of the Company (Article 13.1), 

which mandates that all Directors retire at the Annual General Meeting.  

In-progress proposed governance changes 

As mentioned, E-Comm was in process of proposing governance changes to the Board when this review was 

announced. Deloitte was engaged by E-Comm to conduct a governance review and has provided several 

recommendations for enhancing Board governance. In response, E-Comm has proposed a new governance 

model based on these recommendations. The method or approach for implementation would need to be 

developed if accepted.  

This model suggests a smaller Board size of 9 to 12 Directors, with all Directors recruited based on their 

skills and experience and are elected through a vote by all shareholders rather than being designated. The 

term length for Directors would be extended to four years, with the possibility of serving up to two terms. 

These changes align with leading practices of effective Board governance and our recommendations outlined 

below. 
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Further proposed changes to the structure include: 

▪ Granting shareholder status to all call-taking and dispatch clients to balance the interest between 

shareholder clients and non-shareholder clients.  

▪ Separation of audit responsibilities from the Finance Committee to form a new Audit and Risk 

Committee, which will also oversee enterprise risk management.  

▪ A new Public Interest and Government Relations Committee, and 

▪ Existing Service and User Committees would be replaced by new service governance bodies to 

enhance their effectiveness and responsiveness to stakeholders needs. 

The proposed future state model created by E-Comm and Deloitte is illustrated in the figure below.  

 
Figure 11: E-Comm's proposed future state governance model 

The proposed model is well-positioned to maintain a strong client voice within the governance structure, 

while enhancing the independence and integrity of Board-level decision-making. However, the effectiveness 

of this model will ultimately hinge on clarity of role delineation and the simplicity of its implementation. To 

enable effectiveness, several foundational elements must be established and considered in implementation: 

▪ Clearly defined roles and responsibilities for the Board, Directors, and each committee are essential. 

This includes articulating the distinct mandate of each committee to avoid overlap, strengthen 

accountability and enable more targeted and efficient governance. 

▪ A structured delegation of authority that delineates decision-making boundaries. This includes 

defined thresholds for when operational matters must be escalated to the Board, particularly those 

with significant financial, strategic and reputational implications. It also should limit shareholder and 

member decision making authority to significant corporate structure matters, rather than strategic 

direction or operational. 

▪ Meaningful contribution by the Service Governance Council should be clearly articulated to support 

client contribution to Board decisions and clear requirements of the Board to report on follow-up 

items to support two-way communication.  

▪ Formalized decision-making protocols should be established for situations of disagreement, including 

clear dispute resolution pathways and defined authority for final decision-making (which should 

remain with the Board).  
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▪ Consideration to the future state of the emergency communications ecosystem. If the provincial role 

changes, the governance structure and model will need to consider these changes and the impact(s) 

it may have on roles and responsibilities.  

Provincial role 

Of the 23 directors on the E-Comm Board, two are representatives of the provincial government.  While this 

is the extent of the Province’s formal role around the governance of E-Comm itself, there is a more complex 

discussion around its involvement in PSAP services in British Columbia and the general emergency 

communications environment. 

The current governance framework for PSAP services is outlined in the Emergency Communications 

Corporation Act (ECC Act), the Police Act, and the Emergency Health Services Act as noted above. These 

statutes assign authority for specific components of emergency communications but do not establish a 

unified legislative or governance model covering all PSAP and dispatch functions.  

In British Columbia, for example, E-Comm acts as the secondary PSAP and dispatch centre for many police 

agencies such as Vancouver Police Department, where the call-handling and dispatch occur together. In 

contrast, for medical emergencies, E-Comm acts only as the primary PSAP, transferring the call to BC 

Emergency Health Services, which then performs its own secondary PSAP call-handling and ambulance 

dispatch under provincial health legislation. These distinctions matter because each function could fall under 

a different legislative mandate, which has direct implications for how the Province might define its future 

accountability or responsibility.  

Within the current state emergency communications ecosystem, E-Comm serves as the main service 

provider, managing approximately 99% of primary PSAP services. E-Comm also provides secondary PSAP 

services, which in many cases include dispatch for select police and fire agencies. Both primary and 

secondary PSAP services fall under the jurisdiction of local governments.  

The current structure – characterized primarily by E-Comm as the main primary PSAP service provider - has 

developed due to natural service expansion driven by customer needs and opportunities, and practical 

factors such as operational efficiencies and cost savings, rather than through deliberate or coordinated 

policy direction. To date, it does not appear that Government has made a decision regarding the level of 

provincial involvement in the emergency communications sector outside of current legislation, or the pursuit 

of a consolidated, province-wide approach. The absence of such a decision means there is no clear definition 

against which to measure the Province’s current role or responsibilities. 

In an environment dominated by a single primary PSAP service provider, the absence of this defined role has 

generated several challenges including: 

▪ Absence of province-wide coordination or long-term strategic planning: The system continues to 

rely on regional arrangements and locally driven decision-making by governments, regional districts, 

and E-Comm. 

▪ Absence of consolidated service standards: Inconsistencies in services and targets affects 

workforce planning, staff training, and operational management, and communications efforts for E-

Comm. It also results in variations in service across the province.  

▪ Funding burden and rising costs: The reliance on municipal funding for emergency communications 

services creates financial pressure for municipalities, as rising E-Comm levies must be absorbed 

within limited local budgets. E-Comm also noted that an unpredictable client base hinders its ability 

to plan long-term (e.g., staffing, space, resources). 

▪ Challenges in resilience and redundancy: While E-Comm has size, scale, and resource advantages in 

developing resilient and redundant infrastructure, stakeholders noted it may not benefit from the 
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▪ Outline how E-Comm will engage with each role defined, including both formal and informal 

vehicles (i.e. monthly newsletters, reporting dashboards, committee meetings, etc.) All 

individuals who do not have a formal role assigned to them within the stakeholder framework 

would be asked to liaise through those assigned to limit E-comm’s ad hoc engagements. 

▪ The developed framework should be thoroughly documented so it does not rely on individual 

parties or specific knowledge/relationships to know who plays what role and how they should 

be communicated with. This will also support continuity if specific roles within E-Comm 

change. 

▪ Regularly assess the effectiveness of the stakeholder engagement framework and adjust 

optimize communication approaches and clarify responsibilities, ensuring the framework 

continues to meet stakeholder needs over time. 

It is important that a new stakeholder engagement framework is fully developed and implemented 

either before, or at the same time as, changes to the Board structure to maintain stakeholder 

continuity, engagement, trust, and transparent lines of communication. 

Strategic planning and management 

The executive leadership team (ELT) has seen significant turnover in recent years. Seven out of the eleven 

roles were filled between 2022 and 2023, including one newly created position: Chief Transformation 

Officer. The team has also expanded to include Executive Directors. ELT members reported a strong 

collaborative working relationship with some challenges related to the size of portfolios and ability to cross-

manage dependencies between teams.  

Similar challenges were reported as with Board governance relating to limited flow of information. E-Comm 

departments have historically operated in silos with limited data sharing. E-Comm is working to build 

capabilities for improved collaboration between departments to support data-informed decision-making with 

some ELT members reporting seeing recent improvements.  

Strategic focus and prioritization 

In 2018, E-Comm developed the (a)SPIRE2025 strategic plan. Since then, COVID-19 occurred, and the 

organization has faced challenges with its operational performance, leading the ELT to concentrate more on 

resolving these operational issues rather than on strategic initiatives. There were discussions in the Board in 

late 2024 regarding the approach to updating this strategic plan, but a decision was made to pause the 

update in early 2025, pending the outcome of this review. 

In 2022, the Transformation Plan was created that aligns with the strategic intent set forth in the 2018 

strategic plan. The strategic plan defines the long-term goals and priorities of an organization, setting the 

overall direction to guide decision-making, which addresses the "what" and "why." In contrast, the 

Transformation Plan outlines how the organization will undergo significant changes to achieve a new state, 

focusing on the "how”. During our stakeholder engagement with the ELT, it was noted that the strategic plan 

was rarely mentioned. Instead, the focus was primarily on the Transformation Plan. The Transformation Plan 

appears to compensate for the outdated strategic plan but incorporating all initiatives, rather than 

transformative projects flowing from strategic priorities defined and approved by the Board. 

Despite the absence of updates to the 2018 strategic plan, stakeholders reported that recent annual 

strategic planning retreats, which include Board of Directors, have still occurred each year. Discussions, 

however, have been largely dominated by challenges related to the governance and financial models, with 

little emphasis on defining target organizational outcomes, leaving the organization without a clear direction 

for success. The changes that E-Comm has experienced since the 2018 plan was published, including 
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significant operational changes associated with the COVID-19 pandemic, necessitate a revised strategic plan 

and way forward for the organization. 

Following the reviews and assessments conducted by external consultants – Finance in 2021 (BDO), Security 

Assessment and Operations in 2021 and Business Continuity in 2022 (PWC), Governance and Enterprise 

Risk Management in 2024 (Deloitte), E-Comm has identified a list of transformation projects to address 

recommendations. The organization has categorized its transformation projects into priorities A, B and C, 

with A designated as the top priority. These projects are prioritized using four differently weighted criteria: 

service level, efficiency, risk mitigation and sustainability. To track progress of initiatives stemming from 

previous reviews and assessments, E-Comm has initiated a process incorporating these recommendations. 

In reviewing the Transformation Plan, EY noted that initiatives can be more appropriately framed as focus 

areas, rather than transformation projects in some instances. For example, the 9-1-1 Provincial Mandate 

initiative is primarily focused on advocacy for statutory oversight of 911 governance and provincial funding 

support, which should be recognized as a strategic focus. Similarly, FIFA planning is a one-time operational 

effort. 

Notably, as shown in Figure 14 below, most of the projects within the Transformation Plan are classified as 

Priority A. Due to past challenges in meeting service level targets, the organization prioritized many 

initiatives to urgently address critical service gaps. While this focus is understandable, the volume of high-

priority projects has led to competition for internal resources. As a result, some projects have been 

deferred, particularly due to capacity constraints within the Technology Services team. 

Prioritization of initiatives presents a challenge due to balance of capacity across the organization and 

alignment of initiatives to strategic level needs of the organization. Attempting to address every initiative 

immediately creates risk as well as a lack of clarity as to what the priorities are. Ineffective prioritization can 

result in capacity challenges in meeting objectives, challenges with strategic planning, improper use of 

resources, inefficient project execution, and workforce issues such as burnout. It is crucial to ensure that 

there is enough capacity to maintain business stability and continuity and align the prioritized initiatives to 

strategic objectives, rather than dedicating resources across all projects.  

Recently, E-Comm has refined its project prioritization process to include identification of resource 

requirements and determining requirements can be met before committing to new projects. This process 

refinement may not be sufficient, as the underlying issue appears to stem from the absence of clear 

strategic direction to effectively guide the prioritization process and an outdated strategic plan.  

 

Figure 14: Transformation initiative summary – 2025 
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mechanisms—such as risk tolerances, escalation thresholds, and distributed oversight—that 

enable the organization to manage routine risks at the appropriate level. Only risks that 

exceed defined thresholds or where mitigation is ineffective are escalated to leadership, 

helping to focus attention where it matters most. 

▪ Other considerations include: 

▪ Defining a clear strategic mandate for the ELT, centered on direction-setting, 

transformation leadership, and oversight of key risks and priorities. 

▪ Re-focusing ELT to C-Suite members, allowing Executive Directors to focusing on bridging 

between operations and escalating to ELT only when certain thresholds are met.  

▪ Delegating routine operational issues to appropriate levels of management, within clearly 

defined thresholds and accountability frameworks; and 

▪ Focusing ELT conversations and decisions on big-picture risks, how the organization is 

performing, and whether key initiatives are on track with the overall strategy. 

Performance and reporting 

The absence of an updated strategic plan update makes it challenging to determine where the organization 

stands against its intended outcomes. The existing strategic plan from 2018 also did not outline any targets 

or metrics that would support assessment of progress against plan. Additionally, E-Comm currently does not 

have a formal policy to identify low organizational performance that would necessitate intervention. 

Multiple aspects of corporate performance are tracked and reported to Board committees. This includes 

human resources (HR) metrics presented to the People & Culture Committee (PCC), public awareness and 

confidence metrics derived from Ipsos surveys reported to the Governance and Public Affairs Committee 

(GPAC), and an operational dashboard that includes service performance, HR and limited financial metrics 

for the Finance Committee (FC) and Transformation Oversight Taskforce (TOTF). While operational metrics 

reporting has improved over recent years, financial metrics remain limited, with only actual spending against 

the budget included.  

E-Comm publishes semi-annual and annual Transformation Plan reports on its website to keep external 

stakeholders informed about priority initiatives. As part of the Transformation Plan, E-Comm has committed 

to leveraging its Data Analytics capabilities to develop HR and operational performance dashboards for 

external stakeholders. Within the past year, corporate performance reporting to external stakeholders has 

started to include human resources (HR) metrics such as active headcount, turnover rate and vacancy rate 

through regular dashboard reporting, however there is a notable absence of effective financial health 

indicators. Given the strategic importance of the financial model and ongoing challenges related to 

increasing levies, strong reporting on budgets, expenses, capital spending and contingency planning could 

help address stakeholder concerns.  

E-Comm does not have a formal organizational scorecard to assess overall health or performance of the 

organization over time. For instance, incorporating financial health indicators such as cost per call along 

with stakeholder satisfaction metrics derived from surveys and feedback could provide valuable insights; risk 

management reporting on compliance and risk mitigation progress would enhance the overall assessment. 

The absence of comprehensive reporting makes it challenging to evaluate organizational effectiveness and 

progress. Several Board Directors have identified this limitation as a barrier to accountability. There is an 

opportunity to develop a structured framework that assesses the organization’s effectiveness in a holistic 

manner over time and enable real-time shifts in focus as needed.  
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▪ Budgeting  

▪ Expense management  

▪ Corporate cost allocation 

▪ Translating costs into levies, and 

▪ Capital funding. 

An overview of E-Comm’s current state financial processes is detailed in Figure 15 below. It notes a flow of 

costs and their recovery through levies. More detailed steps for each process is outlined in Appendix F. 

 
Figure 15: High-level financial process flow 

To address known challenges, E-Comm is in the process of drafting a new financial model that aims to more 

accurately assign and track costs to Business Lines as well as leverage an evidence- or driver-based 

approach to recover those costs through levies; this model was presented in a workshop open to Board 

members as part of a financial metrics discussion in June 2025 but has not been accepted or approved for 

implementation. 

Budgeting 

Below is an overview of the four steps in the annual budgeting process. 

 
Figure 16: E-Comm budgeting process overview (Step 1 of Figure 15) 
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E-Comm initiates its budgeting process by conducting engagement sessions with its service users and 

funding agencies, typically starting in August of each year. Capital budgets are included in this budgeting 

process (more details in the Capital funding section). The collaborative approach allows for the gathering of 

feedback, which is considered before the formal budgeting process begins.  

Currently, E-Comm presents a one-year high-level budget to its service users and funding agencies 

(approved in November) annually, with a five-year forecast developed separately (approved in April-June). E-

Comm is, however, working towards enhancing visibility predictability by preparing the one-year budget and 

five-year forecast simultaneously. It is critical for E-Comm to have sound forecasting processes in place 

when providing longer term forecasts to these groups to ensure the results are reliable and appropriate to 

use in their financial planning processes. These forecasts should also align to E-Comm’s strategic priorities. 

During the budgeting process, Cost Center (CC) owners are responsible for the bottom-up budget 

development of budgets, engaging in discussions with ELT for approval. While the Finance department 

reviews and recommends changes to CC budgets, the accountability to approve or deny changes is with ELT. 

Budgeting for some key initiatives occurs through the Transformation Plan. Many public sector organizations 

budget strategic programs in a similar manner as it allows allocation of specific resources and funding to 

support innovative projects without impacting the existing budget for ongoing operations. However, there 

does not appear to be a link between E-Comm’s strategic plan and the bottom-up budget development 

beyond this separate budgeting for some strategic initiatives. The Finance department verifies that all costs 

that are budgeted as part of the Transformation Plan are not double counted in individual CC budgets and 

consolidates all budgets into an organizational view. 

The budgeting process at E-Comm has been enhanced over the last few years. Budgets are now set based on 

call volume projections and other quantitative metrics that impact staffing levels and costs. E-Comm also 

highlighted the addition of enhanced challenge and debate over budgets. This includes oversight, and 

reasonability checks on budgets. Discussion occurs at an ELT level to ensure understanding and support for 

budgets prior to presentation to the Finance Committee and Board for review and approval. These changes 

are an improvement on previous years’ budgeting processes and in line with leading practices in budgeting. 

Prior to budget approvals by the Finance Committee (FC) and Board (in November), the Finance department 

conducts a detailed budget workshop with the FC (minutes are not taken so they could not be reviewed). The 

invite for this workshop is shared with all Board members. As per E-Comm, the workshop is used to gather 

feedback on the overall budget, proposed levy changes, and transformation initiatives. Moreover, the 

workshop allows for the rationale behind major updates to be discussed in more detail compared to FC or 

Board approval meetings. Some Directors noted that following this workshop, time allocated in the Board 

meeting for challenge and debate on the budget is limited, giving the appearance that Board budget 

approvals are a “rubber stamp”. 
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▪  

 

 

The shortcomings of the presentation of the 2024 budget further builds on the challenges raised in the 

Governance section of this report as the Board is limited in its ability to make strategic decisions due to the 

information it receives. This provides further example to the level and type of information provided to the 

Board and how it may hinder effective decision making and strategic priority setting. 

E-Comm's complex and non-standard bilateral service agreements (detailed in the Contracting practices 

section), complicates the budgeting process further, as fluctuations in its customer base – and the lack of 

year-over-year certainty in that base – increase the challenge of forecasting costs over the medium-long 

term. 

Budget accuracy 

In response to stakeholder concerns regarding E-Comm's ability to budget accurately, EY conducted an 
analysis of expense variances across expense categories and cost centers. Budget accuracy is crucial for 
effective financial management, as it directly impacts resource allocation, operational efficiency, and overall 
organizational stability.  

EY reviewed E-Comm’s expense variances separately by expense category and by cost center category 

(shown in Appendix G). The variance analysis excludes internal allocations, and the expenses associated with 

NG911. Key observations include: 

▪ Salaries & Benefits, which account for 73% of total actual expenses from 2020-2024, exhibited 

inconsistent variances ranging from -5% to 4%. Given the large share that Salaries & Benefits 

represent of total costs, accuracy in this category is high impact. Further, it is generally considered 

predictable due to the existence of collective bargaining agreements that drive wage rates, early 

agreement in the budget cycle on FTE complements, and the lead times required for hiring staff. E-

Comm’s current collective agreement with CUPE 8911 will expire in December 2025. Pending 

renegotiations may cause uncertainty over future salary and benefits expenses and could further 

increase levies to funding agencies. 

▪ Maintenance & Technology expenses were consistently over-budgeted from 2020 to 2024, with 

variance percentages increasing from 1% to 15%. This trend indicates a persistent and worsening 

issue in accurately forecasting these costs. 

▪ Professional Fees demonstrated significant inconsistencies, with variance percentages ranging from 

-24% to 29%. The volatility may be due to the general lack of predictability in these expenses, and/or 

the timing of strategic projects in the Transformation Plan. 

▪ The largest variances by cost center were seen in the Operations and Operations – Training cost 

centers categories (CC Category) and Corporate IT. These areas have also seen high growth.  

It is generally expected to see some variance across cost categories and management within the overall 

budget; however, in 2024, there was a 6% bottom line variance with actual expenses under budget for the 

year. E-Comm has highlighted the reason for some of the variances, particularly in 2024, being related to 

delays in spending associated projects within the Transformation Plan, and reduced spending on shift 

differentials due to lower than budgeted call volumes. 

Comparison to leading practices  

An assessment of E-Comm’s budgeting and forecasting process was conducted to compare practices at E-

Comm to leading practices in public sector jurisdictions and similar entities. Detailed analysis can be found in 

Appendix H. Key observations include: 

Financial Information
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▪ Ensure that the use of reserve funds is restricted to operational areas where costs can be 

directly tied to operational impacts. This could help maintain the integrity of the reserve and 

ensure that funds are used effectively. 

Expense management 

Through interviews, numerous stakeholders have expressed concerns about the growth in E-Comm’s 

expenses over the past five years and the impact that this has had on levies (as levies are a recovery of 

costs). This analysis is limited to expense management given that Operations, the focus of our review, does 

not incur capital costs. 

Historical growth in expenses, as below, shows the total expenses growing at a Compound Annual Growth 

Rate (CAGR) of 14.3% from 2020 to 2024.  

▪ NG911 expenses, although included in the expense growth data shown, are not currently funded 

through levies as a provincial government grant supports the project’s implementation. Excluding 

the impacts of NG911, expense growth would have had a CAGR of 12.2% from 2020 to 2024, and 

expenses would have totalled $128.1M in 2024.   

 
Figure 17: E-Comm actual annual expenses by expense line item 2020 to 2024 (Source: EY based on E-Comm data) 

To assess the extent of expense growth at E-Comm, actual expense increases were compared to 

macroeconomic indicators, excluding the impacts of NG911. This analysis highlights that E-Comm's expense 

growth has significantly outpaced key benchmarks, increasing at a rate approximately double that of BC 

average weekly wage (2020-2024 CAGR of 5.2%), or BC CPI (2020-2024 CAGR of 4.1%) and BC population 

growth (2020-2024 CAGR of 2.6%) over the past five years. Ideally, if service levels had remained constant, 

E-Comm's expense growth should have aligned more closely with these indicators. 

▪ Given the rising costs year-over-year, BC CPI and Average wage growth serve as reasonable proxies 

for wage increases and administrative expenses incurred by E-Comm. Similarly, BC population 

growth can indicate potential call volume growth, assuming factors such as average call volume per 

person and call handler efficiency remain stable. Maintaining consistent service levels amidst 

increasing call volumes would naturally lead to higher costs due to the need for additional resources, 

overtime for existing staff, and increased maintenance and technology expenses. 
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▪ Had E-Comm constrained expense growth to align with inflation and population growth, projected 

expenses for 2024 would have been approximately $104 million, approximately 19% lower than the 

actual expenses incurred (excluding NG911).  

While service levels have improved over the past two years, EY was unable to evaluate a cost per call or the 

efficiency of the incremental expenses incurred to achieve these improvements due to challenges with the 

existing cost allocation methodology and current financial management practices at E-Comm. Additionally, 

call volume changes due to change in services provided to clients (e.g. emergency and non-emergency call 

taking), changing demographics, and onboarding of new clients such as North Vancouver in 2024 

(accounting for 4.4% of total Police emergency calls and 1.8% of total Police non-emergency calls in 2024) 

could not be directly tied to specific cost increases. 

Additional details on expense growth can be found in Appendix I. 

Budgeted FTE 

Salaries and benefits account for an increasing share of total expenses, rising from 71% in 2020 to 74% in 

2024, with a CAGR of 15.6%. This suggests that personnel costs are a major driver of overall expense 

growth (detailed in Appendix I). 

Analysis was limited to budgeted FTE (as opposed to year-over-year actual FTE counts) as E-Comm does not 

have historical FTE counts or FTE actuals against historical budgets (total or by cost center/Business Line). 

This limited EY’s ability to conduct a comparison of budgeted vs. actual FTEs to assess budget accuracy in 

this area.  

Budgeted FTE within cost center categories (CC Categories) are shown in Figure 18 from 2020-2024. 

Budgeted FTE after direct allocations is shown below as it ties to the expense data presented (Note: cost 

centers were grouped into categories for the purposes of this analysis).   

 
Figure 18: 2020-2024 Budgeted FTE by CC Category after direct allocations (Source: EY based on E-Comm data) 

The growth in average actual salaries and benefits, per budgeted FTE exceeded the growth in the BC 

average weekly wage over the same period. This indicates that E-Comm’s compensation per employee 

outpaced that of the general wage trends in the area. Contributing to this increased cost per FTE is hiring of 

more skilled employees in certain areas such as data analytics, IT support and GIS, and cybersecurity. 
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cost centers before allocating costs into Business Lines so that they can be recovered from funding agencies 

through levies.  

Figure 19 below shows the corporate cost allocation process at a high level. 

 
Figure 19: High-level corporate cost allocation process (Step 2 of Figure 15) 

Costs are incurred or budgeted for in individual cost centers by expense line to form a matrix of costs by 

line-item type and cost center (e.g. salaries and benefits expenses in Human Resources cost center). 

Corporate cost assignment and allocation is currently performed in two steps: 

▪ A portion of salaries and benefits is assigned directly to a Business Line if it is known how staff 

consistently spend their time; specifically, these expenses are assigned to the appropriate front-line 

business cost center (i.e. salaries and benefits expenses within 911 Operations cost center).  

Identifying corporate FTE that directly support the Operations Business Lines and processing 

salaries and benefits expense assignments for these FTE is a manual process. Note: this manual 

process step is removed as part of the proposed new financial model as detailed in Appendix J. 

▪ The balance of corporate salaries and benefit expenses and all other corporate costs are allocated 

via an “internal allocations” expense line item with 65:35 ratio to Radio and Operations. Within 

Operations these allocated corporate expenses, along with direct business line expenses form the 

total Operations costs which then need to be split by Business Line to be recovered through levies. 

The methodology for this split into Business Lines is undocumented. Using management judgement, 

expenses are first allocated to Fire and PSAP Operations Business Lines with the balance assigned to 

ECVI Police and ECLMD Police. 

The resulting operating expenses and capital costs in Business Lines are the amounts that are recovered 

from funding agencies in the form of levies. 

E-Comm has highlighted and acknowledged some challenges, limitations, and/or inequities of the existing 

model, including: 

▪ It requires significant manual effort from E-Comm to process corporate salaries and benefits 

assignments to Business Lines to try to make the allocation more equitable across funding agencies. 

▪ Remaining corporate costs are allocated to two Business Lines (Radio and Operations), rather than 

all Business Lines (including Fire CAD, Fire RMS, etc.). This is inequitable to the Radio Business Line 

as it receives 65% of the remaining corporate costs, a proportion that dates to approval of the 2010 

budget and is believed to be significantly greater than the share of corporate resources supporting 

the Line. Within Operations, the corporate costs are allocated to a combined Operations cost pool 

and not directly to a Business Line (e.g. 911, Fire Dispatch, or ECVI Police).  
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including how funds will be allocated, managed, and accessed for capital projects (including 

key controls and approvals required). 

▪ Establish clear financial policies and guidelines for the duration over which capital costs will be 

charged, ensuring alignment with the expected lifespan of each investment. This could be the 

amortization policy aligning to how E-Comm is currently starting to recover capital costs from 

Operations business lines.  

13-2. Consider including funding for the capital reserve (more than amortization expenses) in annual 

levies to support financial sustainability and to smooth the impact of capital expenditure over 

time.  

▪ Conduct an analysis to determine the appropriate level of funding required for the capital 

reserve, considering projected capital expenses and operational needs. This should not 

dramatically impact levies, but rather smooth the financial burden of larger projects over time 

creating greater stability in levy amounts. 

Operations 
E-Comm must remain responsive to uncertainty posed by the external environment. Significant events which 

have recently impacted E-Comm’s operations include staffing issues exacerbated by COVID-19, call surges 

due to the lower provincial heat dome, atmospheric river events, Android cell phone technological issues, 

and the worsening toxic drug crisis. As a result, call takers and dispatchers faced significant pressure, 

leading to increased overtime and higher stress levels.  

The operational stream of this review evaluated the efficiency and effectiveness of E-Comm’s operational 

performance, with consideration to the challenges faced in the external environment. The Operations 

section of this report includes findings, analysis and recommendations in the following four thematic areas:  

▪ Service metrics and targets 

▪ Contracting practices 

▪ Operational resilience, and 

▪ Culture and workforce. 

Service metrics and targets 

Service levels have improved in the past two years, with this being recognized and noted by E-Comm’s 

clients in interviews. E-Comm publicly reports its call answering service level for 911, police emergency, 

police non-emergency, and fire emergency calls monthly. The reporting for 911 calls is accessible on its 

website, while service levels for other categories can be found in the semi-annual transformation progress 

updates report.  

E-Comm also provides regular updates on service level performance to its clients through monthly reports 

and dashboards. Overall, clients generally agreed E-Comm has recently been effective in its reporting of 

service levels as well as current performance against targets. Ongoing concerns regarding rising operating 

costs and increased levies associated with service level improvements has led some stakeholders to question 

whether the current service level targets are appropriate.  
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▪ Gather benchmark data from recognized sources, such as the National Emergency Number 

Association (NENA) and other jurisdictions like Quebec and Alberta.  

▪ Identify gaps in E-Comm’s targets based on benchmark comparisons and client feedback and 

explore best practices from other jurisdictions that could enhance service delivery and cost 

impacts.  

▪ Clearly document the methodology used for setting these targets, including the rationale for 

any proposed changes.  

▪ Implement a regular review schedule for service level targets to keep them aligned with 

industry standards and client expectations. Promote frequent stakeholder engagement to 

continuously gather feedback and make necessary adjustments. 

▪ In the review process, adapt metrics and targets to align with the evolving landscape of 

emergency communications, particularly with the transition to NG911 and the introduction of 

multimedia (e.g., text, images, videos). This includes identifying potential gaps in existing 

metrics that may not adequately capture performance in this new context. 

▪ It would be helpful for the Province to support E-Comm and other BC primary PSAPs in 

defining service levels. Some ways the Province could do this include: 

▪ Introducing formal service level requirements that require all PSAPs to meet minimum 

levels through provincial regulation, policy directive or ministerial guidelines. 

▪ Linking provincial funding or capital grants to the achievement of specific service levels. 

▪ Fostering collaboration and alignment of local governments across the province to 

achieve consensus. 

Contracting practices 

E-Comm provides services to a wide range of service users, and through this manages 76 separate, non-

standard agreements, which includes 14 for 911 call-taking, 4 for 911 call-taking and police dispatch 

combined, 22 for police call-taking and dispatch, 11 for fire call-taking and dispatch services, 13 for Fire 

CAD, and 12 for Fire RMS.  

Not all operational services clients have fully executed agreements with E-Comm, as some clients have not 

agreed to sign. In certain cases, even when negotiations have not reached a consensus, E-Comm continues 

to provide services due to the critical nature of these services and the associated public safety implications. 

Existing contracts are not standardized and do not clearly detail the services offered. This absence of 

standardization arises from the varying dispatch service requirements of different clients, with some 

needing more extensive service offerings than others. Without clear, standardized agreements and service 

offerings, E-Comm is left to manage bespoke client agreements and bespoke services. This requires 

additional time from operational staff, operational management and training staff, and corporate staff 

responsible for managing contracts. This also reduces the economies of scale and efficiencies that could be 

offered through an organization like E-Comm serving most of the Province. 

Table 6 provides a point-in-time overview of contract status, categorized by type of service. A significant 

number of clients currently operate without formal agreements, or their existing agreements have expired, 

with only 35 fully executed agreements. Notably, among those contracting parties without formal 

agreements, most are also E-Comm’s members/shareholders. The Members’ Agreement does not contain 

any clause that explicitly grants access to PSAP services or provide detailed descriptions of the call-taking 

and dispatch services provided.  
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Resilience framework  

To evaluate E-Comm’s capabilities and operational resilience, a resilience framework outlining key areas and 

assessment criteria is used to provide a structured approach to measuring E-Comm’s current state of 

operational resilience. Details of the framework, definitions of its components, and the assessment of E-

Comm against this framework are presented in Appendix L.  

The analysis reveals several strengths and areas for improvement in E-Comm’s resilience capabilities. E-

Comm has strong technical and facility resilience, including backup power, redundant data centre, and 

disaster-hardened infrastructure. However, gaps in business continuity planning, insufficiently tested 

interagency call-routing, limited redundancy, and limited integration with province-wide emergency 

communications present risks to service continuity in large-scale or extended disruptions. E-Comm is one 

component of the broader 911 system, and effective collaboration with other partners in this ecosystem is 

essential for safeguarding interrupted emergency response and maintain public trust.  

By comparison, in Quebec, all PSAPs are mandated to implement dual-level backup system. In case of 

primary backup centre is unable to process rerouted calls, an additional backup system must be readily 

available. In Newfoundland and Labrador, call rerouting procedures are tested annually, encompassing both 

manual and automated processes. E-Comm can draw insights from these practices to enhance interagency 

collaboration on resilience. 

Business continuity 

 

 

Multiple interviewees, both on the Board and ELT, flagged E-Comm’s lack of robust business continuity 

capabilities as a significant concern. It was noted that E-Comm’s size and complexity hinder the 

establishment of a fully redundant back up system, particularly with the added complexity of NG911 

transition. 

E-Comm has since established a project focused on business continuity planning, aiming to improve its ability 

to respond to disasters and emergencies, thereby enhancing overall operational resilience. The project is 

currently ongoing, involving key activities including drafting and rollout of a crisis management plan, 

business impact analysis, emergency response plan and business continuity plans. The current focus is on 

the business continuity plans for NG911, with six training exercises completed in the last two months and 

more planned for this fall. This initiative also emphasizes staff preparedness through regular training and 

after-action reviews, fostering a sustainable capability for E-Comm to advance business continuity practices 

beyond the program’s duration.  The project is set to be complete by the end of 2025.  

Upon reviewing the project charter this project, there are areas where it could be strengthened to enhance 

resilience and future readiness. Stronger ties with industry partner’s business continuity plans, fostering 

organizational adoption through exercises and training, and maturing the program through investments in 

technology and improvements in business procedures. 

Redundancy capacity 

A critical component of building resilience is establishing sufficient redundancy capacity. 

 

 

  

E-Comm operates two major sites (ECLMD and ECVI) for handling calls and dispatch. The Training Centre 

(TC) in Burnaby, originally intended as a backup site, is now also utilized for day-to-day call-taking when call 

volumes exceed the capacity of ECLMD. Currently, TC is utilized Monday to Friday each week as E-Comm 

Security Concern

Financial Information
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aims to practice and establish it as a hot redundancy site, meaning it is fully operational and equipped to 

take over the functions of the primary site in the event of a failure or disaster. This site would cover 53% of 

current peak demand, meaning that if the ECLMD site was compromised, the backup site would not be able 

to handle full demand. In the event of a disaster, there would be an expected increase in call volume, as seen 

during past incidents such as floods, wildfires and heat dome events.  

 

 

E-Comm is undertaking multiple short- and long- term initiatives to address facility issues and increase 

redundancy levels, including: 

1. Amendments to the National Police Service (NPS) Net Secured Communication Policy that enable the 

Work from home (WFH) program for NER call takers have been approved but not yet published, but 

E-Comm has no capacity to execute it this year, pushing implementation to 2027. If the pilot proves 

successful, it will be scaled up. 

Although the WFH program has not yet been officially initiated, E-Comm’s redundancy planning has 

already factored in the assumption that the WFH program will account for up to 20% of police call 

taking volume in the long run. Nonetheless, there remains a risk that the WFH program may face 

challenges related to privacy, connectivity, and compliance with protocols in absence of supervision. 

Additionally, WFH call taking cannot be relied on in major events due to infrastructure stability in 

private homes (i.e. access to telephone and Wi-Fi networks, power back-up, etc.) 

2. The lease for the TC site is set to expire at the end of 2028 with no option for renewal, E-Comm 

proposes to establish a new site, third emergency communication centre (ECC3) to replace the 

current backup location. The ELT presented this proposal to the Board in June and plans to request 

funding in September. The capacity in ECC3 is designed to achieve 80% redundancy by 2047, based 

on forecasted future demand and staffing levels. This site is intended serve as hot redundancy, 

meaning E-Comm will split workforce so that half operates at each site, minimizing capacity loss if 

one site goes down. 

The proposed ECC3 site will still be in the Lower Mainland rather than in a different region of BC, 

which raises concerns about the lack of geo-diversity in facilities to enhance resiliency. E-Comm 

explained that this decision was made to facilitate quicker relocation for staff in the event of main 

site is compromised. 

3. The target is to have ECC3 operational in Q1 2028. Following this, renovations in ECLMD are being 

considered to accommodate growth and address aging infrastructure and furnishings. During the 

renovation period, both the Training Center (TC) and ECC3 will continue to operate. If this project is 

approved and funding secured, the goal is to complete the renovations in ECLMD before the TC lease 

expires at the end of 2028. 

These plans all require significant capital investment; as noted in the Finance section of this report, capital 

planning is minimal, and the limited ability and execution of advanced forecasting raises additional concerns 

of upcoming impacts to levies to fund these large projects.  

Discussions regarding ECC3 with the Board have been ongoing for two years, with funding remaining a 

significant hurdle. The project’s success is contingent on timely decision-making from the Board. Based on 

the business case provided earlier, the total capital requirement is estimated at $14 million to $16.3 million, 

along with incremental operating expenses of $2.8 million to $4.5 million from 2027.  

Insufficient funding could delay the implementation of critical redundancy initiatives.  

Security Concern
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Workforce capacity 

A 2023 survey by the International Academies of Emergency Dispatch (IAEDTM) and the National 

Association of State 911 Administrators (NASNA) found an average vacancy rate of 25% in U.S. 911 

centres. Similarly, according to the Canadian Union of Public Employees (CUPE), the latest National 

Operational Communications Centres (OCC) Resource Statistics indicated a nationwide vacancy rate of 

42.8% in RCMP Dispatch (Telecommunications Operator) positions as of early 2025. Through engagement 

with other jurisdictions, workforce challenges, particularly recruitment difficulties and high rates of 

absenteeism, were commonly observed. 

In contrast, E-Comm reports a comparatively low vacancy rate of 3.9% as of June 2025, although a 

significant portion of the workforce is on short- or long-term leave (soft vacancy rate of 10.9%), resulting in 

only about 85.2% of budgeted positions being staffed with personnel actively performing their duties. 

Specifically, within frontline operations, the vacancy rate stands at 2.4%, but soft vacancy rate at 15.5%, 

resulting in an effective workforce capacity of 82.1%. While E-Comm’s staffing position seems to be stronger 

than many peers, workforce capacity remains constrained by employee absences. There is an opportunity to 

improve workforce resilience by implementing targeted strategies to reduce absenteeism and strengthen 

return-to-work support. Detailed headcount and vacancy numbers are shown in Appendix N. 

Workforce planning 

A strong approach to workforce planning helps align human resources with organizational goals and 

positions the right talent to meet both current and future demands. Currently, People and Culture business 

partners at E-Comm engage with leaders to informally identify operational requirements and potential 

resource shortages. Looking ahead, its workforce planning is evolving to a more formal approach by 2026, 

emphasizing alignment with business objectives and defining needs ahead of the budget cycle and Board 

approval. 

With the transition to NG911, workforce planning must account for evolving skill requirements, increased 

technology integration, and new ways to interact with the public. In preparation for the launch of NG911 in 

the fall, training for Operations staff on the new platform will commence following the completion of final 

system testing. In the next phase, the transition to NG911 will transform call-taking and dispatch operations, 

necessitating workforce adaptation to new technologies and processes, especially in multimedia processing. 

E-Comm has identified that new skillsets will be required, along with extensive staff training. However, given 

the adoption timeline for new functionalities has not yet been determined, operational standards, and user 

behavior are not well understood, the actual impacts remain unclear, which hinder the ability to effectively 

plan or proactively execute.  

Organizational design 

E-Comm is currently undertaking an organizational design project for the whole organization to facilitate 

effective and efficient growth. The current focus of this project is on the Operations and Technology 

Services teams, with plans to extend its scope to the entire organization. 

Key findings to date include leadership structure disparities between frontline operations and supporting 

functions, inconsistent role clarity and spans of control, the need for greater cross-site consistency and the 

integration of new functions such as business continuity and quality management into Operations team. To 

address these findings, the recommendations focus on clarifying decision-making authority and 

accountability, reducing duplication and role ambiguity, strengthening leadership support and consistency 

across sites, creating scalable and adaptable structures for future growth and improving cross-functional 

collaboration and operational efficiency. The necessary changes to team structure and headcount are 

anticipated to be incorporated into the 2026 budget. 
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This organizational design project has the potential to help E-Comm position itself as fit-for-purpose and 

resilient in a changing environment if executed effectively. However, given that changes in governance and 

service delivery model may impact E-Comm’s mission and strategic objectives, current efforts must remain 

flexible to adapt to evolving needs. The timeline for the completion of the project across the organization is 

quite long, which could result in challenges being nimble and quick in responding to some of these potential 

upcoming changes.  

Workforce metrics 

E-Comm has encountered significant challenges related to staffing and surge call volumes, which have 

contributed to employee burnout and high attrition. In response, E-Comm has implemented initiatives aimed 

at improving operational efficiency and culture. Feedback from employees indicates that while there have 

been improvements in workplace culture, opportunities for further growth remain.  

E-Comm’s workforce metrics have shown positive trends over the past years, evidenced by reductions in 

lower turnover rates, reduced overtime, and increased employee engagement. Specifically, E-Comm’s 

turnover rate has dropped to 10% in 2024 from 14% in 2021. This is significantly lower than the average 

turnover rate for emergency communication centres in the U.S., reported at 20% in a 2023 survey by a 

global provider of public safety and emergency communication technology company NICE. It is also lower 

than the turnover rate for Triple Zero Victoria in Australia during the same period, which was 17%.  

While the current turnover is a positive indicator of workforce stability, it is equally important to assess 

productivity, as sustained performance and service capacity depends not just on keeping staff, but on how 

effectively they are able to work. E-Comm’s sick rates did not show any significant improvement. In 2024, 

the average sick hours taken by call takers (58 hours/year) and dispatchers (99 hours/year) remained high. 

While the high sick rate does not appear to correlate with staff retention, as the turnover rate remains at an 

acceptable range, it does create productivity issues because frequent absences can disrupt workflow and 

increase the burden on remaining staff as well as introducing challenges to workforce planning.  

Training 

E-Comm employs an onboarding training program that combines classroom and on-the-job training. 

Feedback gathered during site visits indicated mixed opinions, with some employees feeling it was sufficient 

while others felt it fell short. 

While current training does not include a mandated cultural sensitivity component, E-Comm is developing a 

cultural safety training program that will be required for Operations employees. In the interim, all staff have 

access to resources on cultural sensitivity topics, including inclusion, diversity, equity, and the context of 

relationships with Indigenous Peoples. 

A stakeholder from another jurisdiction noted that E-Comm has a relatively well-developed training system, 

supported by a dedicated team focused on training and on-the-job coaching made possible by its size and 

scale. Nonetheless, there remains an opportunity to strengthen the training approach. The mixed feedback 

from employees suggests a need to better address individual differences and needs, which can be achieved 

through continuous training support, regular coaching check-ins and supervisory guidance. Additionally, 

there is an opportunity for the Province to support through creation of certification and training programs 

that could enhance training efforts across the region and facilitate a more standardized approach. 

Occupancy 

The occupancy rate is defined as the percentage of time that call-taking staff are actively engaged in 

handling calls. E-Comm has set occupancy rate targets aligned with industry practices (911: 55%; Police/Fire 
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emergency ECLMD: 65%; Police/Fire non-emergency ECLMD: 75%; Police call-taking ECVI: 65%), with 

consideration to avoid excessively high rates due to the nature of calls received. 

E-Comm’s occupancy rates in the first quarter of 2025 were significantly lower than its target, especially for 

911 call taking. This was primarily due to the call volume being lower than the forecasted volume, along with 

E-Comm hiring additional call takers in anticipation of increased demand during the summer peak period. E-

Comm has been improving its demand forecasting capabilities supported by the Data and Analytics team. 

They now leverage data-driven methods and uses forecasting models to predict hourly call volume for 

different call types by incorporating operational metrics such as occupancy, shrinkage, and average handling 

time to provide a more accurate estimate of the FTEs. 

There are opportunities to achieve a healthier occupancy rate by further improving demand forecasting such 

as incorporating weather conditions into call volume predictions and tracking staff experience to analyze 

variation in average handling time between new and experienced call takers.  

Compensation 

E-Comm’s compensation approach is in line with market standards. It employes a P50 compensation 

philosophy for management and exempted roles, aiming to position salaries at the median of the market to 

attract and retain talent. Feedback from stakeholders indicates that E-Comm pays certain staff above the 

market fair level. There have been instances where exceptions to this alignment were made, particularly for 

high-demand roles in Data and Analytics and Technology Services, where E-Comm has opted to pay P75 

percentile for certain niche roles. A formal policy and internal approval process are in place to guide these 

exceptions. For unionized roles, salaries are determined through negotiations with the union and are 

outlined in the collective agreement. 

Performance evaluation 

The performance evaluation process plays a critical role in holding employees accountable, aligning them 

with organizational goals, identifying areas for improvement, and supporting overall development within the 

workforce. E-Comm has established a structured performance evaluation process for both the ELT and 

employees. This process involves setting goals early in the year, establishing a goal-setting framework that 

cascades from the CEO to the rest of the organization. Each ELT member has a performance objectives 

document outlining target outcomes and timelines. Mid-cycle check-ins are conducted, followed by full 

reviews in the last quarter. Employees complete self-evaluations, and the respective leaders provide 

feedback based on established scoring criteria. 

The performance management process at E-Comm is becoming more structured. The People and Culture 

team collaborates with Finance team to determine performance allocations, considering market research 

and environmental factors to create competitive compensation structures. Exempt employees meeting 

expectations receive a percentage increase, which combines a cost-of-living adjustment with a performance-

based increase, while those exceeding expectations may receive a higher percentage. 

A structured performance improvement plan has also been implemented for employees who do not meet 

performance expectations. A personalized approach tailors the plan to the individual employee and their 

respective leader, setting clear expectations and goals, establishing a structured timeline for improvement, 

and providing additional training and development opportunities. Overall, E-Comm has established a 

structured process for managing employee performance and offers ongoing training for both managers and 

employees to support consistent use of the process. Regular feedback mechanisms are also in place to 

inform continuous improvement of the performance evaluation system.   
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Use of technology  

Significant efforts that E-Comm has focused on over the past years include cloud strategies aimed at 

transitioning workloads to cloud platforms to enhance operational resilience. Additionally, substantial 

investments have been made in cybersecurity efforts, implementing advanced security measures to 

strengthen defenses against potential threats. Furthermore, E-Comm has been diligently working on the 

implementation of the NG911 system, which is set to revolutionize emergency response capabilities. A 

notable achievement directly related to operational services is the deployment of the Genesys platform for 

non-emergency call-taking in May 2024. This new system has introduced significant improvements to non-

emergency services, including updated wait time expectations and callback functionality. These 

enhancements not only improve the user experience but also facilitate better data collection for analysis. 

Despite these advancements, E-Comm continues to face challenges with system integration within the 

organization, as internal system operate independently without automated data sharing. This hinders the 

ability to share information seamlessly across departments. This limitation leads to inefficiencies, increased 

complexities and manual efforts required in processes, and potential errors in data, affecting E-Comm's 

capacity to leverage data effectively for strategic planning, operational improvements, and reporting. 

Examples from international jurisdictions that may offer value if adapted appropriately include: 

▪ Automated Triage for High Call Volume: New Zealand Spark uses automated triage systems to 

facilitate the routing of 911 calls to secondary PSAPs during peak times when calls exceed a 45 

second answer time. It can enhance surge capacity during major incidents and reduce wait times. 

However, there is a risk that some callers may struggle to navigate the system, leading to delays or 

misrouted emergencies. To be effective, the system must include clear activation thresholds and be 

easy to use. If implemented well, it can improve operational resilience during peak demand. 

▪ Voice Bot for non-emergency calls: Several jurisdictions in the United States such as Portland and 

City of Virginia Beach use an AI-powered voice bot system for non-emergency calls that answers 

calls, conducts short triage questions, and routes callers to appropriate resources or a live call taker 

for public safety matters. This helps shorten wait time, but risks include reduced accessibility for 

vulnerable populations such as senior, those with limited language proficiency and who may find 

automated system impersonal or difficult to navigate. Success depends on intuitive design, fallback 

options to live agents, and ongoing monitoring. If careful deployed, this approach can improve 

efficiency and caller experience without compromising service quality 

The transition to NG911 presents substantial opportunities for technological innovation, particularly through 

the integration of Internet of Things (IoT) devices, AI-assisted triage, sensor-enabled decision support and 

other advance technologies into emergency response. To responsibly leverage these innovations, it is 

essential for comprehensive policies and regulations to be established at a provincial or municipal level, 

while emergency communication centers like E-Comm must develop their own internal guidelines. These 

frameworks will facilitate alignment with industry leading practices, safeguard user privacy and uphold the 

integrity of emergency response services. 

Currently, Canada has no formal policy framework governing the use of advance technologies in public 

safety. Should the Province assume a more active role in setting standards, it should require thorough risk 

assessments, pilot testing and performance benchmarks before new technologies are deployed. Standards 

should also address privacy, accessibility, and fallback protocols to promote safe, inclusive and reliable use 

in emergency context.  
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Conclusion 
This independent review of E-Comm has highlighted key challenges and opportunities for the organization in 

its role as a key provider of emergency communication services.  

The findings indicate that the Province’s role in emergency communications is defined across several 

statutes, which assign responsibilities to different entities but do not establish a unified legislative or 

governance framework. This fragmentation limits the Province’s ability to set consistent standards, align 

priorities, and oversee system-wide performance.  

Within E-Comm, the current 23-member Board has become too large to facilitate effective strategic 

decision-making. Its size has led to slower decisions, reduced engagement on critical issues, and challenges 

in maintaining institutional continuity. Additionally, the executive leadership approach has tended to focus 

on immediate operational demands, with infrequent updates to the strategic plan. 

Financially, rising costs, unpredictable levies, limited transparency, and short-term budgeting cycles create 

uncertainty for funding agencies and hinder long-term planning. Operationally, the absence of defined 

benchmarks or performance targets makes it difficult to assess service quality. Quality assurance processes 

are primarily reactive, triggered by complaints or incidents rather than ongoing monitoring, and resilience 

gaps have been identified during major incidents. 

To address these challenges, this report outlines 26 recommendations. One key recommendation calls for 

the Province to clarify and define its role in emergency communications and align legislative mechanisms to 

support clarity in roles and responsibilities, effective governance, performance management, and the ability 

to influence impacts to public safety. The remaining recommendations focus on E-Comm, emphasizing the 

need to strengthen governance, enhance financial planning and transparency, introduce clear performance 

measurement and quality assurance frameworks, standardize contracting practices, and improve 

redundancy and resilience. 

While most actions fall to E-Comm, successful implementation will require collaboration among the Province, 

local governments, public safety agencies, and E-Comm. Adopting recommendations outlined within this 

report provides E-Comm with a path forward to improve governance, financial and operational practices, 

while enabling the Province to clearly define its role and objective in the emergency communications 

ecosystem and exercise stronger oversight of public safety outcomes. 
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Fire technology Fire technology services include both Record Management System (RMS), and 
Computer-Aided Dispatch System (CAD) 

Front-line businesses Business lines that deliver services to customers that are charged as a fee or 
levy 

FTE Full-Time Equivalent which calculates how many employees would be working if 
they all worked full-time based on the number of hours worked 

Funding agency 
Shareholders and service contract partners to whom levies are charged. These 
may not be the same as the service user. 

NER Non-Emergency – refers to non-emergency call taking and dispatch 

New financial model The proposed new financial model (which has not been approved by the Board 
and remains in draft form) includes two underlying models: 

1. Costing Model 

2. Pricing Model  

OCC  RCMP Operational Communication Center 

Occupancy rate Occupancy rate is defined as the percentage of time that call-taking staff are 
actively engaged in handling calls. 

Overtime rate Overtime rate is calculated as the number of hours paid on overtime divided by 
the number of paid productive hours, expressed as a percentage 

PCO Police communication operations services including police emergency and non-
emergency call-taking, and dispatch 

PCT Police Call Taking 

Pricing Model Pricing model is part of the New Financial Model and refers to the model that 
allocates Business Line costs to individual funding agencies levies 

▪ Allocates direct and indirect costs for Police dispatch services to funding 
agencies. 

▪ Note: although the Pricing model refers to Police levies, Fire dispatch and 
Fire technology and Radio levies have their own pricing models in place that 
are run alongside this new Pricing Model. 

PSAP Public Safety Answering Point 

RMS Record Management System, the technology used by responders in all 
emergency services to track incidents and investigations as well as other 
recordable matters related to their services 

Service user Recipients of services delivered by E-Comm 

Sick rate Sick rate is calculated as the number of paid sick hours divided by the number of 
agent regular and overtime hours, expressed as a percentage. 

Transformation Plan The plan that E-Comm developed in 2022 to guide the organization’s focus and 
structuring of projects and initiatives based on five strategic pillars.  

Table 7: Glossary of terms  
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Table 9: Canadian jurisdictions summary3 

 

 
3 Ambulance services and PSAPs operated directly by federal or provincial agencies (e.g., RCMP) are not included in the jurisdictional comparisons. 
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International landscape 

Across the globe, centralized or consolidated primary PSAPs is common, fostering improved interoperability, standardization of protocols, and 

operational efficiency. For instance, emergency calls in the United Kingdom are answered by one of seven call handling centers operated by a 

telecommunications company. Similarly, in New Zealand and Australia, emergency calls are first answered by telecommunications companies that 

provided centralized primary PSAPs services. 

Many international jurisdictions are actively adopting artificial intelligence (AI) and advanced technologies to enhance call handling efficiency and 

situational awareness. Technologies such as automated call triage systems and real-time data sharing applications are being utilized to streamlines 

operations or improve decision-making. 
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Table 10: International jurisdictions summary 
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Appendix D: Overview of levies 

 

Figure 25: Levy types 

1. Radio levies  

▪ Radio levy: Recover costs for operating and maintaining the public-safety radio network, including 

65% of not directly assigned corporate costs. 

▪ Remote Dispatch Levy: Cover costs for agency-specific remote dispatch equipment (e.g., consoles) 

and associated licensing fees for agencies managing their own dispatch. 

▪ User Equipment (UE) Levy: Fund agency-specific equipment purchases (e.g., radios, hardware), 

licensing fees, and interest costs for borrowed funds. 

2. Operations and 911 levies 

▪ Dispatch levy: Business Line costs are allocated based on historical proportions as a dispatch levy, 

covering dispatch, call-taking, and transcription. These levies are charged to: 

▪ ECLMD Police: Police Communication Operations for the Lower Mainland. 

▪ ECVI Police: Police Communication Operations for Vancouver Island.   

▪ Dispatch facility and related levy:  Levy covering facility cost increases with growth capped by 

contract. Business Line costs are allocated based on historical proportions in combination with the 

dispatch levy charged to ECVI – Police only. 

▪ 911 PSAP: 911 call taking levy that covers call-answering and down-streaming activities, historically 

based on staffing and operational costs. Starting in 2024, Business Line costs are allocated using 

call volumes as a key factor. 

▪ Fire dispatch: Consolidated levy for Fire Communication Operations (FCO) including fire dispatch 

and related services.  A new model was implemented in 2024 to allocate Business Line costs to 

funding agencies.  
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3. Other levies or revenue sources 

▪ Next-Generation 911 (NG911): The Province of B.C. allocated $90 million in March 2023 to support 

the implementation of NG911 technology, transitioning 911 calls to a digital network. Ongoing 

funding post-implementation (from January 1, 2027) will be the responsibility of funding agencies 

unless the Province continues funding. Shared E-Comm employees contribute to the program and 

allocated to program budgets for separate tracking and monitoring. Contractually, any unspent 

funds must be returned to the Province by the end of 2026. 

▪ Fire technology: 

▪ Fire Computer-Aided Dispatch (CAD): Funded by participating agencies through a cost-sharing 

model based on the number of firehalls and CAD events. The Fire Technology Management 

Committee (FTMC) oversees this service, and there are dedicated reserves for future projects 

and equipment. 

▪ Fire Records Management System (RMS): Similar funding and structure as FireCAD, based on 

firehalls and RMS events. The FTMC also governs this service, with dedicated reserves for 

upgrades and improvements. 

▪ HealthLinkBC (HLBC): E-Comm provides essential IT services to HLBC, with costs calculated from 

Technology Services and overhead allocations. HLBC is considering a shift to cloud-based services, 

which may impact E-Comm's staffing and finances. 

▪ PRIMECorp: E-Comm offers shared technology services to PRIMECorp, with historical cost 

allocations that may not accurately reflect actual service delivery. Efforts are underway to better 

understand resource requirements. 

▪ BC Emergency Health Services (BCEHS): E-Comm supports BCEHS with telecommunications 

technology, with costs similarly calculated from Technology Services and overhead allocations. 
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b. The balance of corporate costs is allocated via an “internal allocations” expense line item with a 

65:35 ratio to Radio and two of the three Operations Business Lines. Corporate costs are 

allocated between these two Business Lines, ECLMD Police and ECVI Policy, using historical 

proportions, but the rationale for using these proportions is no longer known. Currently, no 

corporate costs are allocated to the Fire Dispatch Business Line, also for unknown historical 

reasons. 

3. Business Line costs: The costs of some front-line cost centers are assigned 1:1 to Business Lines.  

Other front line cost centers, where 1:1 mapping is not applicable (particularly in Operations), are 

allocated to Business Lines using FTE estimates and their associated salaries and benefits expenses. 

4. Levies: Business Line costs are apportioned to clients/funding agencies to be recovered in the form 

of levies charged. Levies are calculated and charged based on budgeted operating and capital costs, 

without true-up to actuals, such that budget-to-actual variances result in a surplus or deficit for the 

applicable Business Line. 
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2024 Surplus 

EY analyzed E-Comm's accumulated earnings (deficit) from 2020-2024 to review how it has changed over 

time and to understand of the impact of the 2024 surplus of ~$9M. 

As per E-Comm audited financial statements, there was accumulated earnings of ~$0.5M at the end of 2019. 

From 2020-2023, E-Comm faced an annual deficit every year, bringing their accumulated deficit to $7M at 

the end of 2023. While E-Comm had positive earnings of ~$9M in 2024, their accumulated earnings at the 

end 2024 stood at ~$1.9M. This is shown in the image below. 

 
Figure 2827: (Source: EY based on E-Comm data) 

To understand the implications of the accumulated earnings (deficit), EY compared the amounts with E-

Comm's total annual budgeted expenses (excl NG911). The analysis showed that from 2020-2024, E-

Comm's accumulated earnings (deficit) as a % of total budgeted expenses ranged from a low of -6.4% in 

2023 to a high of 1.4% in 2024. During 2020-2022, E-Comm's accumulated earnings (deficit) as a % of total 

budgeted expenses were -0.5%, -3.1% and -5.5% respectively. 
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Appendix J: New financial model 
The new model incorporates two key elements: 

▪ Costing Model – a potentially revised methodology for recording direct expenditures by cost center 

so that they can be more closely aligned to Business Lines. This new costing model also includes a 

new approach to the allocation of corporate expenses, shifting away from the existing manual 

allocation of FTE expenses followed by the 65:35 split of corporate expenses to Radio and 

Operations respectively. This costing model is expected to provide an enhanced level of detail and 

more equitable & transparent allocation of corporate costs to Business Lines. 

▪ Pricing Model – The new pricing model leverages and extends the costing model which provides an 

updated cost of each service/business line to be disaggregated by funding agency, with levies set to 

recover these costs. The new model will use drivers such as population and call volumes as the basis 

for setting levies, rather than the historical approach of unchanged percentages by funding agency, 

as detailed in the Translating costs into levies section. 

E-Comm describes the core elements of the new financial model to be “(i) the costing of E‐Comm’s 

operations, (ii) the pricing of the services delivered to shareholders and service contract partners, and (iii) 

the mechanisms to fund the corporation and its work.” 

Costing model 

An overview of the Costing Model and our findings is shown in Figure 30 below. The details that follow 

provide additional information on the process steps and findings. 

 
Figure 29: Costing Model overview and findings 
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Costing model process: 

Direct costs – splitting current cost centers into new Business Lines 

1. Cost center owners create annual budgets for their direct operating expenses using the process 

detailed in the Budgeting section of this report 

2. Estimated salaries and benefits direct operating expenses from cost centers are assigned to 

Business Lines for ECLMD Police, ECVI Police and (Radio and Fire Technology are already budgeted 

at a Business Line level). 

a. Business Lines are more granular than the existing model and would add additional cost 

centers in the account structure to provide greater financial detail of service expenditures e.g. 

ECLMD Police broken down by 911, emergency, non- emergency, dispatch and CPIC. 

i. The intention is to create cost centers for each Business Line, allowing for more precise 

tracking and reporting of costs and more transparency into the cost of service delivery. 

3. Non-salaries and benefits direct operating expenses are assigned to Business Lines for ECLMD 

Police, ECVI Police and  ire based on each Business Line’s proportion of total salaries and benefits 

from step 2. 

The three steps above result in each Business Line having a budgeted direct operating expense upon which 

corporate costs are allocated. 

N   : I     EY’                     E-Comm intends to create new cost centers at a Business Line level to 

avoid steps two and three detailed above. If detailed analysis is conducted on each Business Line to 

determine the true direct costs for each, rather than following this allocation methodology, our findings will 

be void. 

Corporate cost overhead allocation: 

4. Corporate costs are allocated to Business Lines using each Business Line’s percentage of direct 

operating expenses.  

a. Only one allocation driver is used by the whole model and is applicable to ALL cost centers, 

however the model is built to allow for other drivers such as direct salaries and benefits, number 

of direct FTEs, or estimated workload. 

Impact of Costing Model changes: 

Under the proposed Costing Model, there will be financial impacts across Business Lines in terms of how 

costs are distributed. 

▪ Although the total cost pool does not change, the proportion of costs recovered from each 

aggregated Business Line changes. 

▪ Operations costs increase significantly with a larger proportion of corporate costs being allocated to 

Operations than Radio under the new model. 
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municipality – costs 

allocated by % of overall 

calls – based on historical 

average volume). 

services by their service users translate into 

levies charged by E-Comm. The drivers 

selected are defensible and will reflect 

changing consumption patterns over time. 

There is limited traceability 

of costs incurred in cost 

centers to levies charged. 

The new model attempts to 

align cost centers to 

Business Lines more 

directly and at a more 

granular level than 

currently exists. And then 

allocate those costs to 

funding agencies on a basis 

that is clear, documented 

and tested, 

Beyond corporate cost allocation challenges 

highlighted, the new pricing model provides a 

clear and defensible bases for apportioning a 

Business Line cost into levies for each 

funding agency on a basis that is driven by 

tested demand factors. 

E-Comm does not have the 

ability to price for differing 

service levels provided to 

service users. 

The new Pricing Model does 

not allow for pricing based 

on service levels as the 

Costing Model is not 

designed to enable an 

understanding of the costs 

to deliver various service 

levels.  

The only way this would be 

factored in is through 

demand drivers such as 

average handle time or call 

volume. 

No significant change in the model to enable 

direct pricing for various service levels. 

Table 24: Challenges with E-Comm’s current pricing model and their response with the new Pricing Model 

1. Input consolidation: The Pricing Model consolidates historical demand data (e.g., call volume, CAD 

volume, average handle time) and budgeted levies by Business Line, focusing on readily available 

data that serve as proxies for service consumption and cost drivers. 

2. Cost calculation: Inputs are used to calculate a cost per unit for each demand driver, utilizing a mix 

of stable and variable drivers (e.g., call volume and population) to reflect service usage and historical 

trends, aiming for consistency and predictability in costs for funding agencies. 

3. Levy calculation: Funding agency levies are determined by applying a weighted average of historical 

driver data and the calculated cost per unit, where each Business Line's demand drivers are 

weighted based on a stress-tested model to derive the final levy for each agency. 

Additional observations on the Pricing Model include: 

1. ECVI Facilities Fee: ECVI is allocated facilities expenses based on the revised corporate cost 

allocation, however, is also subject to an additional direct Facilities charge based on current 

contracting. No adjustment to corporate cost allocation has been made for this direct fee, however 

there is a reduction in costs to be recovered from ECVI Business Lines amounting to this facilities 

fee.  

2. Manual Allocation: The current costing model manual allocations of directly attributable salaries and 

benefits expenses to other cost centers based on staffing and resource understanding. This is time 
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intensive and a potentially subjective process as it is not driven by a foundational methodology, 

however, follows the principles highlighted in supporting the understanding of a “true” direct cost of 

service delivery. Removing this process may provide more clarity into the allocations process, and 

create a simpler process, however, does not support the principles of reducing the corporate cost 

overhead pool and trying to get an accurate reflection of what it costs to deliver a service in each 

Business Line.  
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