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I EXECUTIVE SUMMARY

Emergency Services Consulting International (ESCI) was engatiexl @gmpbell County Fire Department
(CCFIpto evaluate the service provided by the fire department. Specifically, the evaluation was to report on
staffing levels and incident performancempared toindustry standards and best practices. This Staffing
Needs Assessmentill assistCED in future planning and provision of comprehensive emergency services to
the citizens ofCampbell County, the City of Gillette, and the Town of Wriglhts repat is organized as an
organizational staffing study that evaluates current conditions; projects future growth, development, and
service demand; and provides recommendations to enhance current services, or to provide an equal level of
service over the neXd to 10 years.

ESCI thanks théoint Powers Fire Board, the Campbell County Commission, itheofGGillette Council
members,the Mayor for the Town of Wrightnterim Fire Chief, and the staff of th@éampbell Countyire
Department for their outstanding cooperation in the preparation of this report. All involved were candid in
their comments and provided a tremendous amount of essential information. The ability of the ESCI team to
receive this valuable input and infoation was key to the development of this study.

The study begins with a review of tdemographics served in the community followedduyrent conditions
and service delivery provided bZCP including itsstaffing for administration, emergency response,
management, servicdemand and incidentdelivery performanceAll areas are evaluated and discussed in
detail, and specific recommendations are provided where applicable.

Stakeholder Interviews

ESCI conducteaver 30internal stakeholder interviewsndividually or as part of a groym an effort to gain
the feedback and input of all persons involved in providing serticé citizens ofCampbell Countyinternal

stakeholders were asked to participate in a facilitated exercise to complete a strengdeknesses,
opportunities, and threats (SWOT) analysis.

Evaluation of Current Conditions

An analysis of current conditions is documentedsixsurvey sections, reviewing th@CD administration,
governance,organizational designstaffing, personnel management, service delivegnd various fire
department planning topic€Each component of the evaluation includes an introductory explanation of the
subject area and discussion of desirable outcomes and identified best practices.

Criterion ugd to evaluate the fire department has been developed over many years. These gauges include
relevant guidelines from national accreditation criteria, National Fire Protection Association (NFPA) standards,
federal and state mandates for fire and Emergenadial Services (EMS) systems, and generally accepted
best practices within the fire and EMS industry.

EC‘ Emergency Services 1
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The evaluation of current conditions offers the department a detailed assessment of existing fire department
operations and provided the ESCI projeartewith a snapshot in time, the basis from which the balance of
the report was developed. It is important to note that the fire department has continued to make progressive
changes since the initial evaluation thus some of the recommendations may alrasdybken completed.

The following reviews some of the key findings:

Organizational Overview

The CCFBervice area populatiois approximately 46,24and encompasse$,802.71square miles for fire
protectiont including 18.97 square miles and population of58D in Gillette and roughly 2.85 square miles

and population of 1,742 for the Town of Wright, which are served by CCFD via an intergovernmental
agreement! Additionally, Campbell County Health operates the ambulance service area (ASA) covering the
entire county.

CCFDperates from one headquarters buildint fire statiors, afleet maintenancefacility,a trainingcenter,
ruralstoragebuildings for wildland apparatuand a sngleengineair tanker reload baseHeadquarters houses
the main administrative components of thigepartment Logistics for théepartment is housed in an older
previous fire station.

TheCCFDs governed by doint Powers Fire Board (JPREy few of these exist in Wyomingeton Coung

in JacksonWyomingalso operates undea Joint Powers Board with Town and Courithhe Fire Protection

Joint Powers Board of Directors (Fire Board) is comprised of seven members who are appointed by and
represent the Campbell County Commissioners, themTof Wright, and the City of Gillettdzire Board
meetings are scheduled monthly with additional special meetings conducted on-aeeded basisThe

power and authority of the organization are detailed in the JPFB bylaws.

Staffing and Personnel Manageme

C@&D leadership has established effective human resources processes and procedures that achieve a high
level of maximum productivity. These processes and procedures have been combined with a safe working
environment, equitable treatment, and recognitién¥ G KS RSLI NI YSy i Qa c&EbhhsaT Y S
high-quality provider of emergency services. Specific&if;D has in place a policy and procedures manual
GKFG aSNBSa (2 3FdzARS GKS RSLI NIYSy(d [IsjpiRAdditioaallylJS NB& 2
the disciplinary processes and procedures of the department are well established and consistent with industry
best practicesCCFD has application, recruitmgaud retention programs in place and this assessment offers
enhancements fothose efforts.

! https://wyoming.hometownlocator.com/wy/campbell/wright.cfm
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CG-D operates aombination system of career staff and p#éirne personnel to cover specific work periods

to ensure a consistent level of response fromfite stations.The part-time system functions much like a

G2t dzy i SSNE FANB &aSNBAOS 6AGK GKS SEOSLI Xo2@ t6tShgy 3
This system has worked well f&GD, but has not been without its challenges. Over time, the department

has been required to add the necessity of covering @0@dr shift utilizing career personnel to address an
increasing difficulty of ensuring an effa® response force during specific time periods. As with volunteer fire
departments, the life demands (i,ecareers, family functions) qdart-time staff have negatively impacted

their abilities to consistently respond in support of the department needs.

Fire Department Planning

There are two major types of planning fire departments should employ: emergency preparedness and
response planningand administrative planning for the future of the organizatidine assessment takes a
brief look at the planningfforts for CCFD and offers some industry best practices for ensuring CCFD is
prepared and ready for future challenges.

ServiceDemandand Incident StaffingPerformance

Response performance criteria and actual service delivery performareanalyzed indetail, providing
information with which the department can develop future deployment methodologies and identify desired
levels of response performance and staffing.

In the performance summary, ESCI examined emergency response performari@aripbell Cooty Fire

5 S LJ- NJi sefigeiafra, using incident data froktay 18, 201¢December 31, 28 Nonemergency
incidents, mutual or autaid incidents (outside thé / C boQrilaries), data outliers, and invalid data were
removed from the data set whenever possible.

In analyzing response performance, ESCI generates percentile measurements of response time performance.
The use of percentile measurement using the componehtgsponse time follows the recommendations of
industry best practices. The best practices are derived by the Center for Public Safety Excellence (CPSE),
Standard of Cover documerand the National Fire Protection Association (NFPAP:1%tandard for tle
Organization and Deployment of Fire Suppression Operations, Emergency Medical Operations, and Special
Operations to the Public by Career Fire Departmeatsl NFPA 1720Standard for Organization and
Deployment of Fire Suppression Operations, Emergerecjc Operations, and Special Operations to the
Public by Volunteer Fire Departments.

For the purposes of this study, ESCI us#dPA 1720Standard for Organization and Deployment of Fire
Suppression Operations, Emergency Medical Operations, and Spasiatiéhs to the Public by Volunteer
Fire Departmentsas it relates to response performance. This standard is applicable t©ahgbell County

Fire Department as it meets the definition afombination department Specifically, NFPA 1720 defines in
Chaper 3.3.15.1 that a combination fire department is one that has emergency service personnel comprising
less than 85 percent majority of either volunteer or career membership. Fyitn€hapter 1.3.1he authority
having jurisdiction determines if NFPA207s applicable to its fire departmei/here applicable NFPA 1710
was benchmarked for comparison

EC' Emergency Services 3
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Current and Future Service Demand

The current service demand was reviewed and analyzed. The types of service demand as a proportion of the
total is shownr the following figure:

MVC 9.1%

Other, 21.2%

The EMS requests for service are considerably higher than the other types oEoadigency medical calls
amounted to47.7percent of the activity of the fire department from 2810 2018. It is not unusual for a fire
department to respond to a high percentage of EMS calls compared to the total calls. With the anticipated
ANRPGOGK 2F GKS O2YYdzyAdeé hedliRcar® $ystemi Sad begekpacked forkHe v I
department to experience additional impact in support of @@ dzy G @ Qa 9Tehd tenipS Al Ianatos O

was studied to determine unusual patterns or trends that may be of importance tbéheJ- NI Y SyngQa LIt

Population History and Growth Projections

ESCI researched the historical and future projections from available comprehensive growth plans and the U.S
Census Bureau to develop an overview of historical population representations and future population
expectations to provide decision makers with accurate estimates to aid the planning process.

Historical growth folCampbell Countis represented below.

60,000 6.00%
50,000 5.00%
s0000F 4.00%
30000 £ g o= o
20,000 2.00%
10,000 I I I 1.00%

04 ' ' ' : 0.00%

1990 1995 2000 2005 2010 2015

mmmm AARG  ==@= Population  «ccceeee- Linear (Population)

ECI Emergency Services 4
Consulting International



Campbell County (WY) Fire Department Staffing Neds Assessmen

Growth projections were also evaluatdebr each fiveyear period between 1990 arzD15 the population of
Campbell County average annual rate of growth exceeded one percent. In the five years between 1995 and
2000, the population increased at an average annual growth rate of 5 percent. The@@ds reflected a
significant growth from the 2000 census (33,698 to 42,652). In the decade prior to 2015, the average annual
rate of growth was 3.2 percent. The population has been growing in the last 10 years faster than it has in
previous years.

To pedict the growth in the next 10 to 20 years from the 2015 census estimate can be different depending
on the time period the average annual rate of growth is selected. For purposes of future population projection,
three models are shown in the followingtire.

120,000
100,000
80,000
60,000
40,000

20,000

0 4 t t t t t t t t t t i

1990 1995 2000 2005 2010 2015 2020 2025 2030 2035 2040
Economic Analysis Div=@==3.2percent/year ==@==2.23%/year

Service Demand Projections

Population growth projections, along with historical and forecast incident rates, were utilized to develop
projections for future service demand. As population changeswill the service demand. To determine a
historical demandhe projections are based on the same rate of incidents per 1,000 population incident rate
(44.7), which is applied to the population forecasts previously discussed. The next figure shovegetbiegr
population at 2020 and 2040.

Future service demand projections are outlined in the following figure.

12,000
10,000

8,000 I
6,000 .
4,000
2,000 I
0

2015 2020 2025 2030 2035 2040
m 3.2percent/year 2205 2558 2967 3442 3993 4632
m 2.23%lyear 2205 2451 2724 3028 3366 3741
m Economic Analysis Div2205 2209 2287 2384 2506 2623

®m Economic Analysis Div m 2.23%/year m 3.2percent/year
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Development of Response Standards

ESCI emphasizes the importance of establishing response performance me€i@ahyOnce implemented,

these sandards establish measurable goals for service delivery, which then form the foundation upon which
planning for deployment of resources is based. Absent these processes, the organization is not able to
determine where it needs to go, nor is it able to knevhen it is achieving its goals and meeting the
O2YYdzyAailieQa SELISOGlIGAZ2Yyad

In the design of an operational structure for a fire department, interested parties attempt to identify some
a0 yRFNR 2NJ aNdz S¢ GKI G Saidl tménk Howévér, the dieblily & ho/sthgld S 3 S
staffing standard exists within the United States that mandates staffing levels of a fire department. There are
however, NFPA standards addressing the number of firefighters that should bsceme to accomplish

specific tasks safely and effectively. These standards are known as NFP&tantard for the Organization

and Deployment of Fire Suppression Operations, Emergency Medical Operations, and Special Operations to
the Public by Career Fire Departments] NFR 1720:Standard for the Organization and Deployment of Fire
Suppression Operations, Emergency Medical Operations, and Special Operations to the Public by Volunteer
Fire Departmentsand apply to either career organizations or volunteer organizations otispty. As a
combination departmentC&D can identify which standard it desires to follow.

Future Deployment Models and Recommendations

The analysis is followed by deployment recommendations based on current service delivery and performance
coupled withprojected system demands. Options for addressing future service demand needs are presented
and financial modeling accompanies each optiG@&D can then weigh the options presented and work to
implement these options in a multitude of ways that meet theeds of the community.

EC‘ Emergency Services 6
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Status
Kev Recommendations | staws |
Started Complete

SHORITERM RECOMMENDATIONS

Collect fire loss data versus value saved to use as a benchmark ag

future fire response effectiveness.

It is recommended that the JPFB seek out a qualified candidatertor

Chiefand execute the necessary recruitment strategies to secure th

candidates commitment to CCFD as soon as possible.

CCFD should seek to hire the emptgancial Specialiss soon as a

qualified candidate can be found.

It is recommended that CCFD further develop training efforts to invc

as many members in hanas training as possible based on a variety

schedules.

CCFD should seek out the most economical and efficient way to prt

the necessary service in accordance with NFPA 1@hdard for

Automotive Fire Apparatus

CCFD should adopt a national standard to measure performance.

CCFBhould conduct its own critical staffing analysis based on adog

national standards.

Initial immediate needs are to establish priority dispatching and re

non-emergency usage of CCFD resources.

Campbell County should participate in tBenergency Fire Suppressio

Account (EFSA).

A review of current job descriptions reveals that some of the descrip

are dated and in need of review and possible revision if the d

described are different from actual practicebhis isunderway at the

county levé andshould be completed by Jen

CCFD should use the compensation study Campbell County is coni

to ensure the pay and benefit plan offered is competitive

Develop a complete database of all higék/high-impact facilities in th

CCFD service area.

Develop response plans for all néacility risks (transportation syster

and weather extremes) that are high impact risks.

MID-TERM RECOMMENDATIONS

Develop and publish a CCFD Standards of Cover.

Develop a strategic plan for CCFD and implement the findings.

Many of the fire stations do not meet ADA requirements and are n

compliance with recommendations from the National Fire Protec

Associations Standard for life safety initiativesisltecommended the

each station have a thorough evaluation for structural integrity

regulation compliance.

Update the Capital Improvement Plan to reflect the caj

recommendations contained in this report.

w Ensure a welfundedapparatus replacement plan is in place.

w Ensure aplanisin place to replace important capital items likAs
and radio communication equipment.

w Ensure a replacement plan for hazardous materials capital ite
in place and is coordinated with emergiteghnology.

9{/ L SyO2dz2N» 3Sa //C5Qa tSIRSNJ

complete performance data related to call processing is obtained

analyzed.

ECI Emergency Services 7
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Status
Kev Recommendations | staws |
Started Complete

Established performance standards for total response time and
component of totakesponse time.

Develop performance goals and a methodology for monitoring
individual components of response performance provides an opport
to improve overall response performance.

Monitor and report annually on theDepartmend O2 Y LJt
meeting response time goals identified by t8€FD

JPFB should look for ways to integrate and fund jéirg and EM:
operations with Campbell County Health to establish a tiexgstem.
CCFD should maximize the use of curfFERE®&ssigned to fire preventic
and consider an addition&tispectoras growth and construction increa
beyond theDepartmen & | 0 Af AG& G2 LINBOJAR

LONGTERM RECOMMENDATIONS

Option 1A) Maintain status quo with no additional staff added.
Option 1B) Add an additional firefighter during the current hour:
operation toSation 9 to ensure a minimum of two firefighter are on du
Option 2A) Add two pattime staff firefighters toSation 7 during peal
hours.

Option 2B) Add two paitime staff firefighters taSation 11 during pea
hours if service levels and call concurrency increasgond the
capabilities o&ations1, 7, and9.

Option 3A) Convert the current patitne staff to fulltime staff to provie
four ful-time staff members betweerSations 7 and 11for 24/7
coverage

Option 3B) Promote one FTE per shift to the roldBaftalion Chieto
serve as th&hift Commandeand ensure proper span of control.
ADDITIONAL STAFFING RECOMMENDATIONS

Pursue SAFER grant funding for increased career firefighter
Pursue SAFER grant funding fovadunteer recruitment and retentio
employee.

Increase volunteer staffing/pattme staffing recruitment andetention
strategies

ECI Emergency Services 8
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I EVALUATION OF CURRENDNDITIONS

Emergency Services Consulting International (ESCI) was engadeanipbell CountyFire Department
(referred to herafter | ACCED | y RDeparimiér 0 (2 LINR OA
The beginning is the most staffingneeds assessmernthis report serves as the culmination of the
important part of the work. project that evaluates current conditions; projects future growth,
development, and service demandmd provides recommendations

to address the fture staffingneeds ofCCFD

Using organizational, operational, staffing, and geographic information system (GIS) modetspdinis
provides an evaluation of existing fire and rescue operations and recommendations for improvement in
current services delered to the community. The evaluation and analysis of data and other information is
based onWyoming law and administrative codeas well asCCFDguidelines, National Fire Protection
Association (NFPA) standards, the Center for Public Safety Excellemogi&S@mn on Fire Accreditation
International (CPSE/CF/A&tandards of Coveé" edition, health and safety requirements, federal and state
mandates relative to emergency services, and generally accepted best practices within the emergency
services commuty where applicable.

Each section in the following report provides the reader with general information about that element, as well
as observations and analyses of any significant issues or pertinent conditions. Observations are supported by
data provided ly Campbell County Fire Departmearid collected as part of the review and interview process.
Finally, specific recommendations are included to address identified issues or to take advantage of
opportunities that may exist.

It is important to bear in mindhat these were the current conditions at the time of the data collection and
on-site visit. TheCCFDOs continuing to change and improve over the time required to write the report
therefore, not every current condition remains as stated here.

Campbell County Wyoming

Campbell Count{County) is a ruratountylocated inNortheasternWyoming The County covers an area of
4,802.71square mile€.This is roughlyhree million acresThe lowest pot in the county is 3,400 feet above

sea level at the Little Powder River in the northern end of the county. The highest point is 6,060 feet and is
located at the top of North Pumpkin Butte on the western border. The climate isaédnivith an averagefo

15.75 inches of precipitation a year. May and June are the wettest maviteseasDecember and January

are the driestAccording to the 2010 U.S. CendDampbell Countizad a population ofi6,133residents. The
population has been increasing since 2(drid according to U.S. Cens\G$opulation estimates, the County

had 48,116residents in 201. This resulted in &.3 percent growth rate during the periodlhe County
incorporated the City of Gillette and the Town of Wrightte following figure displathe location oCampbell
County Wyoming

2United States Census Bureau land area in square 206,

EC‘ Emergency Services 9
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Figurel: Study Area Map
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A recent study found that segments of the population are at a higher risk of injury or death due®o fire.

® Risk by ageln 2015, adults ages 50 or older had a greater relative risk of dying in fires than the general
population. Those ages 85 and older had the highest risk of fire death. In addition, while lower than the
relative risk of the general population, childrenesgt and younger faced an elevated risk of both injury
and death in a fire when compared with older children (ages 5 to 14).

w Risk by genderMales were 1.7 times more likely to die in fires than females.

w Risk by income levelThe danger of death or injuiig closely tied to household income, and children
and the elderly in the poorest homes are exposed to the greater risk.

® Risk by raceAfricanAmericans and American Indians/Alaska Natives were at a greater relative risk of
dying in a fire than the generpbpulation.

3G CANB wkikal oy ICAMNWBE ! RYAYAAGUNI GA2yY {SLIISYOSNI uamMTI +2fdz2vYS wm)
https://www.usfa.fema.gov/downloads/pdf/statistics/v18i6.pdf?utm_source=website&utm_medium=pubsapp&utm_content=Fire
Risk in 2015&utm_campaign=RID
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The 20D census forCampbell Countyevealed that50.8 percent of the population was in a greater risk
category based on age according to the study. This category consists of persons under the a8 of 5 (
percend, persons who ar&0years of age and oldeR$ perceni), and persons who are 85 years or oldér
perceni. Other vulnerable categories include persons under the age of 65 living with disabilipefcen)

and people living at or below the poverty levBl4 percenj. Typically, populations within these categories
have an increased likelihood being injured or killed in fires. Additionally, populations in these categories
place a high demand on emergency medical services.

The County had a total df8,955housing units in 200 This number has grown to an estimat2d,258in
2017. Housing datahow individual ownership is fairly high &t.5percent of all units and that the median
housing unit value is $3,900. Of the housing unit§2.6percent were single family household%.8percent
were multifamily structurestvo or more apartment}, and 21.6 percent were mobile homes. Of these
structures,61.8percent were built before 198@nd 1.2 percent were built before 1939.

Typically, when there are high numbers of vulnerable citizens and older buildings constructed before current
fire codeswere developed, there is an increased demand on emergency services. Given these factors for
housing and population, it is likely that tizepartmenthas a steady call volume. However, over the next 10
years it is likely that the population of the County will continue to grow as will the population of people over
the age of 65. The Counhasa large network of roads that service the agriculture, ngnand oil and gas
industries in a county that is nearly 50 miles wide and 100 miles Tdmgre areapproximately 190 miles of
hot-mix asphalt paved roads and 830 miles of gravel ro@ldeCountyincludes 13 bridges and hundreds of
culverts and signage.

The area serves as a large energy producing industgally, coal, oil, gaand uraniumaccouned for over
75 percent of their valuationin 2017: statewide these four minerals, along with trona and bentonite,
represent ovel50 percent of the taxable \aation.®

The provision of fire protection and EMS is an essential service that governments must provide. However, for
this service to be effective and efficient it must be staffed and organized appropriately to address emergencies
as they occur in an eqable manner.

4 https://factfinder.census.gov/faces/tableservices/jsf/pages/productview.xhtml?src=CF

5 Campbell County Annual Repdtiscal Year 2052017.
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Campbell County Fire Department

CCFhDracesits initial roots to a formed fire brigade in 189The City of Gillette, Wyomingmarked the
formalization of the departmenin 1904 with the donation of a fire bell by James Morgan and became the
Gillette Fire Department. The bell is still on display today atAlsn Mickelson Fire Training Center. Allan
Mickelson suffered a linef-duty death in 1989 while operating at a church fifbeCityand theCounty both
operated independently until 1975 when the Joint Powers Fire Board (JPFB), consisting Gitypatid
Countyofficials was created. The JPFB still governs the CCFD today. Cyri@& R is @ombination career
and part-time/paid-on-call depatment that provides fire and emergency medical services. Ddgartment

was rated by the Insurance Service Organization (ISOtlasst in the City of Gillette, a class 6 witHime
miles of a firehouse, a class 5 in the Town of Wright, and a clasth® iest of theCounty TheDepartment

has adopted the following mission and purpose, working tirelessly to accomplish it.

To provide excellence in all interactions through professionalism

CCFbperates from one headquarters buildirif)fire statiors,afleet maintenancefacility,atrainingcenter,
ruralstoragebuildings for wildland apparatuand a sngleengineair tanker reload baseHeadquarters houses
the main administrative components of tigepartment Logistics for th&epartmentis housed in an older
previous fire station.

Organizational Overview

The Organizational Overview provides a summary 6f C Bofh@osition, discussings configuration and the
services it provides. Data provided BCFDadministrative staff and interviews conducted with elected
officials, Countymanagement, and internal stakeholdergre combined with information collected during
9{/ LQa d delbpRie foldlvingloverview.

The purpose of this sectionistwio2 f R® CANBUX Al GSNATFASAE GKS | OOdzNIT «
understanding of/ / C Scdhposition. This provides the foundation from which the Staffing Needs
Assessment ideveloped.

Second, the overview serves as a reference for the reader who may not be fully familiar with the details of the
/ | C ®gerdtions. Where appropriate, ESCI includes recommended modifications to cucamditions
based on industry standards abést practices.

The CCFBervice area populatiois approximately46,242and encompasse$,802.71square miles for fire
protectiont including 18.9%&quare miles and populatioof 30,560in Gillette androughly 2.85square miles

and population of 1,742 for thdown of Wright, which are served by CCFD via an intergovernmental
agreement® Additionally,Campbell County Health operatése ambulance service area (ASA) caingrthe
entire county

5 https://wyoming.hometownlocator.com/wy/campbell/wright.cfm
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Governance

The basis of any service provided by governmental or egmastrnmental agencies lies within the policies
that give thatagencythe responsibility and authority upon which to act. In most governmental agencies,
includingCampbell Countythose policies ligvithin the charters, ordinances, and other governing documents
adopted by theagency The followindigure provides a general overview of thie/ C §oRedinance and lines

of authority elements.

Figure2: Governanceand Lines of Authority

SURVEY COMPONENT CAMPBELL COUNATRE DEPARTMENT

RESPONSIBILITIESJ&KAORITY

GoverningBody

Joint Powers Board

Chiefappointed official

Cory BryngelsarChairman

Meeting schedule

2" Wednesdayof each month

Is electedbfficial authority defined? Where?

All Joint Powers Board members are appointed

FireChiefposition (name)

J.R. Fox, Interim Fire Chief

Hired by contract?

Chief is under contract

Term of contract

3 years

Performance evaluations given? (Hoften)

Annually

FireChiea | dzii K2 N& (@

Fire Boardy-laws Statestatute, Policy

Policy & administration roles

Fire Boardy-laws Departmentpolicy, Jobdescriptions

SUCCESS ATTRIBUTES

Rules and regulations

Ongoingreview

Process forevision provided to line staff?

Yes

Legal counsaonsultation availabléo Fire Chie?

Yes2011 and being updated in the coming year

Discussion

Policy direction foCampbell Countig provided by &8oardof County Commissioner§heCommissionerare

all elected at large by the voters of tldunty. Commissiomnmeetings are presided over by tishairman The
County hires by aounty administraive directorto manage the dayo-day affairs and activities of tHaounty

on behalf of theCommission The Campbell County Board of Commissioners appoints citizens to serve on 23
different Boards that address various aspects of Campbell County's quality of life. A Bsiaofs, their
members,and current vacancies can be foundtbie County Boed@website Applications are only accepted

at the time of vacancy.

TheCCFDs governed by dint Powers Fire Board (JPFB3ry few of these exist in Wyomingeton County

in Jackson WY also operates under Joint Powers Board with Town and.Cbeftiye Protection Joint Powers
Board of Directors (Fire Board) is comprised of seven members who are appointed by and represent the
Campbell County Commissioners, the Town of Wright, and the City of Giliétte Boardmeetingsare
scheduled monthly wit additional special meetings conducted on an-rmeeded basisThe power and
authority of the organization are detailed in ti@FBylaws

13
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Organizational Design
The structural design of an emergency servagsncyis vitally important to its ability to @liver service in an

efficient and timely manner while providing the necessary level of safety and security to the members of the
2NBFYAT FGA2y® 5d2NAy3 Iy SYSNHSyOeée> 'y AYyRA@GRdZ f Q:
industry stan@rds recommend a span of controltbfee-to-sevenpersonnej with five as optimumThe ratio

should be smaller when the circumstances are under extrestedgdul conditions This is a recommendation

out of the National Incident Management System andizdd in the fire service for incidents of national
significanceand has shown to be effective in emergency service situations.

In addition, employees tend to be more efficient when they know to whom they report and have a single point
of contact for superision and direction. A research project conducted by Columbia University, Northwestern
University, and University of Queensland, Australia, found,td@d]hen there are tasks that require
teamwork, people get more done when there are leaders fotldwers. Without a clear chain of command,
members often become sidetracked with grabbing power and lose track of the task at’hand.

The next figuralescribeghe organizatiorof the CCFD

Figure3: CCFDDrganizationDescribed

SURVEY COMPONENT CAMPBELL COUNTY AEPARTMENT

ORGANIZATION

/ | C striQcduretype Par military top-down hierarchy
Descriptions of all jobs maintained Yes

Job descriptions last updated (Date) 2011 and currently scheduled fogview
Positions with employment agreements None

CHAIN OF COMMAND
Span of control (highest ratio in organizatjol Fire Chiefl:5

Hiringffiring authority (describg Boardof Directorsand theFire Chief
FORMATION
When was organization forméd | 1891

Discussion

In manyorganizatiors, formality is often dismissed as an unnecessary burblemever, having structure and
written expectations is an important contributor to success. To avoid confusion or inaccurate assumptions, it
is important that position descriptions be maintained and updated on a regular basiSCTREhain of
command is gtremely flat, but understandable given the fiscal structure and the missitime Department

The span of control may balloon to a larger number in rare events, such as structure firesyamgof CCFD
personnel are expected to respondihese circumstates are not so extraordinary as to be taken lightly.
Training under these circumstances is important to ensure that responders are comfortable organizing into
crews andmanagingas a team.

742 K& | ASNI NOKASE | NI Sdprablr 212, N26t NP RdzOU A OA (& S ¢
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To operate effectivelythe structure of a fire department needs to be clearly defined in the form of an
organizational chart. The chart institutionalizes Hgen@ Q@iérarchy, identifies rolegnd, most importantly,

reporting authority, and helps to assure that communicatilonvs appropriately An organizational chart also

limits opportunities to circumvent the reporting structur€CFIhas developed an organizational chart that
achieves this purpose, demonstrating h&CFyenerally operates under a traditional tajpwn mamer.
TheDepartmend OdzZNNBy G 2 NBF YA lFiguieA 2y f OKI NI A& &aK2é6y Ay

Figure4: CCFODrganizational Chart

Fire Chief

T T
Comptroller Div. Chief 1R Fire Marshall Maintenance
. Div.Chief Izatt Supervisor
Pierce Fox - )

I I I 1 ‘ |
Finandal Admin Assis Wright Captain ACaptain Ryan CCaptainBryan Training Chief Admin Assist PartTime Inspector Mechaniclil
Specialst OPEN Johnson Dickey Fox Borgialli Smith Brian Murphy Members Prager Grace
DougRigsby

‘Sam Shafer

B Captain Kate
Eischeid

Mike Thomas

Steve

Mike Petersor T

Austin Winters

Pat Olsol Wayce Waller Logan Tomi

John Pafford John Sullivan Cody Okray

l Floating FF

Service Area anthfrastructure

¢KS AATS FyYyR O2YLRaAtAz2y 2F | FANB RSLINIYSyiaQa a
stations, and vehicles that are needed to provide servicesctifely Sometimes complex decisions need to

be employed regarding démyment strategies to properly position resources based on land area, geography,
risk, and similar factord he bllowing is a summary @¢CFBervice area and infrastructure resources.

I
nnnnm
i

Figure5: CCFD Service Area almdrastructure

SURVEY COMPONENT CAMPBELL COUNTY AEPARTMEN

Agencytype (district, municipality, etc.) | Countywidedepartment

Area in square miles 4,802.71
Headquarters location (physical addres| 106 Rohan Ave, Gillette, WY 82716
Number of firestations 10

Fleetmaintenance facility, training
center, rural storage buildings for
wildland apparatus, single engine air
tanker reload base

Other facilities

Emergency vehicles (number, type)
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SURVEY COMPONENT CAMPBELL COUNTY MEPARTMEN

Engine 11
Engine, reserve 1

EMS unit (ALS, BLS,Responder) 3 Rescues
Command Vehicles 6
Tenders/Brush 41

Support Vehicles (not staff vehicles) | 1
Total FD personnel, uniformed & civiliaf 101
Admin. & support personnel, fufime 11

Operational personnel, futime 17
Operationalpersonnel, partime 73
DEMOGRAPHICS
Population (year, source) 46,242
Residential units (U.S. Census Bureau)| 20,034
Businesses (U.S. Census Bureau) 4,666

Discussion

The size of the service area served by CCFD (4,802 square miles) woutthirgtiag challenge for any
department but with/ / C BoQsdrainedpersonnelresourceshis issue is magnifiedCCFD deplgyeople

and apparatus from ten strategically located fire stations, balancing the needs of providing effective coverage
to what is a widely dispersed geographic area. Of those ten fire statiwashave career statbut not all the

time. When those resoures at the twecareer facility are staffed with such a precariously small crew, it
significantly reduces the capability. Particular challenges are present€drimpbell Countwith regard to
response performance as a result of inclement weather and perddiggh traffic congestion on interstate
thoroughfares. Placing, equipping, and staffing fire stations will be an ongoing challenge for CCFD. The
Departmentcurrentlyoperates ten pumpers and a laddesmpany The ability to assemble an effective force
poses additional challenges to first responder agencies who rely ortipegtpaid-on-callstaffas an addition

to their operational workforce. With those factors in mind, a detailed assessment of current service delivery
and effectiveness is provided in tiservice Demand and Incident Staffing Performance section of this report.

Decisions on deployment define the response capability of the fire department. These decisions need to weigh
multiple considerations including risk exposure, response times, achafiernges, deployment, community
expectations, personnel safety, and fire department capacity. Those decsioudd balance the financial
considerations. These decisions are strategic and are in the purview of the elected affidiadsJPFBn
consulation withthe Fire ChiefUltimately, these individuals are responsible to the public to provide the level

of service that the citizens desire and for which they are willing to pay.

To understand how CCFD compares to national medians, the following figares a comparison of fire
stations, pumpers (engines), and aerial trucks, mirrored against national median data:
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Figure6: CCFMRApparatusComparison Nationally

14
12
12

10

Stations Pumpers Aerials

National Median m Campbell County WY

Discussion

Relative to national comparator§CFhas thetwice the number of fire stations andevenmore pumpers

than similar sized organizatiotisat report to NFPA nationally. These benchmarking agencies are based on
population, however, he additionalapparatus and facilitiesreattributed to the large geographical ar€&CFD
serves

Additionally, CCFD employs the use of rural fire station deployment methods of strategically placing
grass/brush units in fareaching rural areas for use in remote areas. CldaDestablishedhinimumtraining
requirements for staffing these unitslhis minimum trainingincludesthe forestry S130/S190 wildland
training, as well as driving and brush truck operations.

CCFDa 02 y i Aiy tozingkathe (imSsh prudent staffing and facility placement déois based on
weighing multiple considerations including risk exposure, response times, access challenges, deployment,
community expectations, and response capacity. Those decisions are difficult with financial constraints and
service demand increases.

Key Recommendatian
wCCFD should continue minimum training requirements for staffing remote rural unitg
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Alarm Activity
CCFDesponds tdour and halftimes the number of EMS responses as fires, as reflectEgyime?.

Figure7: CCFemographicsand Alarm Activity

ALARMS
Fires (mostecent complete year) 251
Property value exposed to fire Not Reported
Property value lost to fire Not Reported
Rupture or explosion 5
EMS/rescue 1,148
Hazardous condition 102
Service call 45
Good intent call 301
False call 214
Severeweather 2
Other 1
Total 2,069

To put the call volume into context, ESCI has compared the calls for service to similar agencies throughout
and within thewesternregion of the United Statemccording to NFPA'hese comparisons are depicted in the
following figures.

Figure8: CCFOComparison of Incidergtper 1,000 PopulatiorComparable Agenciés

2000 T 179.4

150.0

100.0 84.8

50.0

8 National Fire Protection Association, 2016 NFRADepartment Profile Report. 1 Batterymarch Park, Quincy, MA, USA.
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Figure8 indicates that service demand per capitacfdents/1,000 population) is low in the CCFD service area
when compared to other fire jurisdictions with similar population. Note that the CCFDemsiger capita
rate is about half of the regional mediaWwésternUnited States). The amount is slightly less than the low
range of rural departments across the countfis is likely a reflection of the smaller population denaity

not answering as mgy medical calls for service.

Further comparison to similar communities for fire responses is also prouidée following figure

Figure9: CCFOComparison of Fire Incidents per 1,000 Populati@omparable Agenciés

20.0
17.2
15.0
10.0
5.4
4.7
4.0
5.0 2.9 27
0.0 4 } }
e 2 e e o Q
& & & & & &
R R N Ky
~2'~‘°° S ~2'~‘°° XS (@\ ¢
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S Ny 03 < <& c’°‘°Q

The fires in the CCFD jurisdiction are twice as great ag/émternregion median. It is above the low range
of rural departments nationwide. This may be due to wildland fire activity in the warmer months of the year.

Key Recommendatian

wCollect firedss data versus value saved to use as a benchmark against future fire res
effectiveness.

9 National Fire Protection Association, 2016 NFPA Fire Department Profile Report. 1 Batterymarch Park, Quincy, MA, USA.
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Current Staffing Analysis

Ly 2NBFYAT FGA2yQa 3IANBFISaG FraasSid Aa Ada LIS2LX S L {
resources in a marer that achieves maximum productivity while ensuring a high level of job satisfaction for

the individual. Consistent management practices combined with a safe working environment, equitable
treatment, opportunity for input and recognition of the workfor@& O2YYAGYSy iz FyR &l
components impacting job satisfaction.

¢KS &AT S YR &aidNUzOGdzZNBE 2F 'y 2NBFYATFGA2yQa aidl ¥FF
These needs must directly correlate to the needs of the commuaity a structure that works for one entity

may not necessarily work for anoth@gency This section provides an overview of te€FR & A G FTA
configuration

Fire department staffing can be divided into two distinctly different groups. The first group is what the citizens
typically recognize and is commonly known as the operations unit, which can be generally classified as the
emergency response personnel. T$econd group typically works behind the scenes to provide the support
YSSRSR 0& (GKS 2LISNIGA2YyQa LISNER2YyYStf (G2 RSftAOGSNI S¥F-
administrative sectionCCFDs unique in that even though there are distinct adistrative staff designations,

they are still required to perform operationally if the need arises during a normal day.

The staffing levels & CFRre the primary impetus for conducting this studly this sectionESCI wikkxplore
the Departmen a O dzNNE y (i and évaluri@herny abjairtst3n@ @issin, identifying potential gaps.

Administration and Support Staffing

hyS 2F (GKS LINAYFINE NBalLRyaioAftAldAaSa 2F NBalLRyas
segment ofthe organization has the ability and means to respond to and mitigate emergencies in a safe and
efficient manner. An effective administration and support services system is critical to the sucC€3E»f

Like any other part of a municipal fire departmeot rural agency administration and support need
appropriate resources to function properly. By analyzing the administrative and support positions within an
organization we can create a common understanding of the relative resources committed to thisidon
compared to industry best practices and similar organizations. The appropriate balance of administration and
support compared to operational resources and service levels is critical to the succesDefpdmementin
accomplishing its mission andsgonsibilities.

Typical responsibilities of the administration and support staff include planning, organizing, directing,
coordinating, and evaluating the various programs within fhepartment This list of functions is not
exhaustive, and other functiamay be added. It is also important to understand these functions do not occur
in a linear fashion and can more often occur concurrently. This requirefiteeChiefand administrative
support staff to focus on many different areas at the same time.

Thefollowing figurereviews the administration and support organizational structur€ 6D
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Figurel0: CCFD Administrative and Support Staffing
Position Title Number of Positions  Hours Worked per Week Work Schedule
Individuals considered as ftilne employees and who provide

services mainly intended to manage, plan, or support the activit|
the CCFIand its programs

Paid, Fultime
Administrative or Support

Fire Chief 1 40+ 08001700
Division Chief dPartTime 1 40+ 08001700
Division Chief of Operations 1 40+ 08001700
Training Chief 1 40+ 08001700
Fire Marshal 1 40 08001700
Fire Inspector 1 40 08001700
Comptroller 1 40 08001700
Administrative Assistant 1 40 08001700
MaintenanceSupervisor 1 40 08001700
Mechanic 1 40 0800z1700
Discussion

ESCI notes thdhe current level of administrative and support staffing represents rougBlpercent of the
CCFDiotal staffing. It is our experience that typically effective administrative staffing totals for a fire
department operation range from 12 to 15 percent aencytotals. After reviewing the functions and
responsibilities assigned to the work group, E®@tleides that the number of futime equivalens (FTEp
assigned isait the low end ofwhat is needed to appropriatelgupportthe responsibilities oDepartment
administration However, several of these administrative positions are also tasked with epeahtuties in
some situationslnappropriatelystaffing the administrative and support functions creates a situation in which
important organizational activitieare at beg delayed but in worstase scenarios get completely missed.
When administrative lembers are engaged in operational dutiéiseir administrative duties are placed on
hold during the emergency.

Administration

Themainadministrative function within thé®epartmentis established with the position &ire Chieind two
Division Chief. OneDivision Chieis assigned to coordinate patime employeesand the other handles the
operational needs and coordination for tiEepartment Some of the typical responsibilities of tR@e Chief
include planning, organizing, directing, and budiggtfor all aspects of th®epartmenf a 2 LISNJI (A 2 y &
current number of positions assigned to this activity is barely sufficient to meet these expectations as the daily
operational needs can detract from the ability to focus only on administrative nddus-ire Chie® ability

to provide future planning is limited because of operational duties.several occasions during tBSCsite

visit, the Fire Chiefvas required to leave and provide operational support to staff responding to emergency
requests br service. During warmer summer monglsgynificant time can be required to assist with handling
and mitigating wildland fires. These duties remove Hie Chiefand his administrative staff chiefs from the
office, along with theirability to focus on gnning, organizing, directing, and budgeting needs while
committed elsewhere.
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Presently, thd=ire Chieposition is vacantvith the Division Chiedf operations acting as thaterim Fire Chief

a role for which hes qualified and able to fulfill. Threle of Fire Chiefs an important leadership position for

the Department whichexperienced significant turnover in years past. A lack of stability and trust iRitee
Chiefduring previous years by the JPRBs caused concern for employeas expressed wting group
interviews Furthermore, this turnoveresulted inreluctance for qualified candidates to seek out and accept
the position It is recommended that the JPFB seek out a qualified candidate and execute the necessary
recruitment strategies to secarthe candidat® commitmento fill the vacancy.

Finance

TheDepartmenRa FA Yl y OS arehyardled hyzBCa8n§pirolleypdsition. One concern for the future

of theDepartmenRa 0 dzRISGAY3I FYR FAYlIYyOS Aa (GKS SaidlofAaky
of funding and budgeting priorities make it difficult to plan for the future if funding reveshesldshift or

are reducedToday, he entire finance operation i©andled by ond-TE aftethe loss of &inance Specialist
Thisposition is being covered by thedministrative Assistardnd the Comptrollerwho are sharing duties.
CCFD should seek fil this position as soon as a qualified candidate can be fodi FTE position
assignment to finance and budgeting duties is damskedwith various human resource duties for CCFD
employees. TheurrentFTEs assigned to the duties and tasks of this function are below what are required to
properly prepare, plan, and egate the needs of CCHIBcause one person is filling two rol@hemainissue

of concern is that e current Finance/Human Resourcgmsition is forced to make employment and
employee decisions as well as financial decisions that can sometimes be relatesi same employee or
employees. HumaResourcesnd Financerequire separate FTE position considerations.

Fire and LifeSafety

CODE ENFORCEMENT

The CCFire preventionactivity varies within the City of Gillettéhe Town of Wrightand unincorporated
Campbell County. Different codes are in placetlier City ofGillette and Campbell County. Campbell County
andthe Town of Wright are on the same fire cqdehich is the 2015 International Building Code (IBC). The
county provides building code services the Town The City of Gillette has adopted the 2018 IBC and
International Fire Code (IFC). The fire department has a high activity levah Wiltette. CCFD regularly
participates in plans review and inspections of new commercial construction as aatdrprocess. In the
County andhe Town of Wright, inspections are made upon requédthoughstate-regulated buildings such

as schools are constructed under the state scrutiny, once built, the fire department assumes responsibility for
fire code mainteance inspections.
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Where required by the IFC for permits, daycare licensing requirements, or where invited by the property
owner, CCFD does existing occupancy inspections. The staffing for code compliance and inspgections
conducted bytwo full-time personnel, thd=ire MarshahndInspector They are capable of getting the normal
workload done or adjusted for the available tinfewever, there are some other projects and functions that
cannot be completedOne of these functions is the location and quigntif hazardous materials in facilities
within the county. Under thé&superfund Amendments and Reauthorization éfc1986(SARA)fle IlI, the

Local Emergency Planning Committee (LEIDglly organized by countgollects data from facilities that
utilize hazardous materials. The purpadeTitle lllor the Emergency Planning and Community RighKnow

Act (EPCRAg to provideinformation to citizens or first responders of what hazardous materials are located
in the plant. Citizens can request information from teunty on a specific facility to know the chemicals
involved in their process (barring proprietary formulations)efghters caralsouse this information on their
response to a facility. Currenflyhere is noeasyway for the firefightersto determine the information
contained in theCounty filesas they preplan an incident at a facility or during a response

Another important function is toinput building information into the information management system,
Emergency Response Systems (ER8ny1 is unknown which and how many buildings have fire suppression
systemsor which buildings are vacant.his is important for fire response personnel to know as they are
responding to an incident at that building.

Management needs to identify if thedgvo functions are a priority for thédepartment at this time. An
additionallnspectoror perhaps more effectively, apart-time Inspectorandan Administrative Assistarwould
be able to address these issues.

There are no charges for plans review or permit inspections. A fire service norm is to charge cost recovery fees
for these types of services. This mightovide revenue to offset some of the current costs in the fire
prevention areawhich could be applied to staffing in these other areas.

FIRE AND LIFE SAREDYCATION

Public fire and life safety programs are taught as requested for the oil and gasrindustinesses, hospital
staff, and daycare facilities. ThBepartment also has a large presence during October for school
presentations. Buses transfer thiird through fifth grade students to the fire department for training and
tours. AShift Captainis responsible for public education along with firefighters. Theeeno primary staff
dedicated topublic educationhowever, lased on current levebf activity, these duties can be shared among
firefighters and staff as necessary.
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FIRE INVESTIGATION

Fre investigations are conducted by tihift Investigatorsgor routine cause and origin determination. If the
shift is called to another responger the investigation is more idepth, an offduty Shift Investigatocan be
called,or staff officers utilized. There is no fire investigator whose primary assignment is investightibns

all 12 assigned personnel have other primary du#tdkassigned personnel maintain the Wyoming Origin and
Cause Technician dnternational Associion of Arson InvestigatorslAA) Fire Investigation Technician
certifications. Fires that are deemed suspicioudelieved to bearson are referred to the appropriate law
enforcement agency for further investigation. This is appropriate for the numb#res each yeahowever,

it places an extra workload on the designated investigator to do the require falfpwand write the
investigation report. These reports can be very important for court cases or for product liability subrggation
and it is critcal that they be prepared correctly. It is sometimes difficult to get the reports done appropriately
when it is an added responsibility &m otherwise busy person.

Hre Prevention

Hre prevention is staffed with one authorized individule Fire Marshg and oneFire InspectarWith two
persorsassigned to the functigrihe prevention roles of th®epartmentare limited. The operating structure

of the divisionis important, but further consideration must be given to specific duties of each position and
the establishment of clear performance measures that enéibdeprevention stafto achieve its missiormhe
division currently prioritizes annual inspections accordmghe risk of loss of life. This accounts for roughly
400to 450 inspections a yeai.he division also handles building plans review for new construddaohlic
education programs are in place and are delivered upon requeedtare also limitedDue to the limited
number of FTEs assigned to the division, when staff is unavailable duactmcy the needs of the
organization are delayed.

Fire prevention, inspection, and education duties are an important aspect of any fire department. In small
departments with limited FTE counts, the duties are often assigned in tandem and coordinager.t@bks

and duties are important as th&east destructive fires for a community are the ones that never start.
Prevention, inspection, and education programs ensure these benefits are maximized. CCFD should maximize
the use of current FTEs assigned andsider an additionalnspectoras growth and construction increase

beyond theDepartmend oA f A& G2 LINRPGARS (KS ySOSaal NBE &SN

Training

CCFDasappointeda Training Chiefo serve as thdraining Coordinatofor the Department Currently the
position is filled with arinterim Training ChiefThelnterim Training Chiei responsible to serve as the single
point of responsibility for conducting all needs assessments relative to training as well as program design,
coordination, and evaluatn. The value in this arrangement is that the training of all personnel is delivered in

a consistent mannerCCFD has a training facility with several adeiteloped props and training buildings.
CCFalsohas the ability to perform live burns.
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The trainirg facilitywas built in 199Qhrough a partnership with donations, the fire department, City of
Gillette, and Campbell County as the result of a line of duty firefighter ddatras not received a significant
remodel or upgrade since being builthe fadity has multiple props most of which were acquired by
donations.The training center sits on approximately 5 acres with a large driving/parking area. The classroom
building has three classroomisowever,only oneisset up with a computer, projectoand screen with audio.
Portableaudiovisual AV) equipment is available for use in the other classrooms

Theinterim Training Chiefmaintains records and files for each member in his office. The training hours are
also recordedwithin records management saoftare. These records include daily and company training
records.From December 5, 20170 December 5, 2018, 3,487 individuals received training. This resulted in
7,852.75 hours of training in various subjects including EMS conferences, hazardous neaitals, incident
management, safety/wellness, leadership, and investigations.

Althoughthe design and staffing of a fire department is dependent upon the specific needs of the community,
the reality is thatan increasef needed training is common for dile departments. In addition to maximizing
resources through sharing training resources and opportunitiessfatonsthat train together tend to work
better together during incidents. This also lends itself to making the firefighters moreousitledas they

are exposed to other lines of thinkinGCFLzonducts a variety of training activitieGroup discussions with
cross disciplinary groups of employees remarked thattraining, althoughfairly good in nature and design
required a greater frequeny of handson training.It is recommended thaCCFDOurther develop training
effortsto involve as many membens handson trainingas possible based on a variety of schedules

The training at CCFD is wethanizedand there are adequate facilities in which to conduetiepth training.
Training is scheduled for the personnel in sufficient quantities.Oémartmentconducts a special operations
class on Monday nighéind three Thursday evenings of the moiepartnent-wide trainingis held Recruit
training for new paritime personnel is offered in a sikonth academy on Wednesday nights. Following the
academyrecruits are required to achieve various levels of certification.

The training is documented by nametbé person and the time attended. Ftilne personnel are required a
minimum of one hour per shifand parttime firefighters are required to attend 12 trainings per calendar
year to remain eligible for the Wyoming pension.

Interviews with personnel ideifted that training iggenerallyconsidered goodCareer personnel appreciated
the training but would like further trainingsome felt that the other duties assigned to the career firefighters
restrictedthe ability to have adequate training. The p#éirhe personnel generally thought that the training
was good and had sufficient topics offered.

Attendingclasses outside of thBepartmentwas considexd a strength. Outside training exposes firefighters

and officers to new conceptwvhich allows theDepartmeit to advance. Sever@lepartmentpersonnel have
attended the National Fire Academy courses and fire service conferences. This is a strategic advantage to the
Departmentand should be continued with encouragement of more firefighters taking the opportuaity
attend.

ECI Emergency Services 25
Consulting International



Campbell County (WY) Fire Department Staffing Neds Assessmen

Therank of thetraining officer isTrainingChief The responsibility of administrating a training program is quite
involved. It should include creating annual curriculums, creating lesson plans for instrstdrisacking
hours certifications and annualreporting of the accomplishments within the training unit. Doing all of the
administration as well as all of the trainindor one or twopersonnelcan be very taxing. Whenracruit
academy is taughtoncurrently, alongvith the normal trainingthe workloadis considerable for the two
person staff. There are some firefighters that are instoustt the academybut it did not appear that the
total workload was absorbed by the overtime instructdfanore of the academy can be shouldered by the
overtime instructors the better it would be for the training program. Using firefighters in the role of
instructors both in academy and on the normal training topicas the advantage of improving the knowatge
base of both instructors and trainees.

Emergency Management

The emergency management functmrior the jurisdictionare handled by Campbell County Emergency
Management Agency (CCEMBLEMAwvas created by Campbell County and the City of Gillette oil Bpr
MpTod 282YAyYy3a aidldS fF ¢ NBI dzABdBrgency Managene® Cdddina®dzNA &
The currentCoordinatorhas been in place since 1997. The aggmoyidesplanning preparedness, response,
recovery, andnitigationfor the citizens of Campbell County.

Maintenance/Fleet

CCFD has a significant number of apparatus assigned to their fleet. These include but are not limited to fire
engine pumpers, brush trucks, tenders, utility vehicles, and command vehicles. The fleet numberssn exce
of 60 pieces of equipmenfTwo FTE positions amssigned to maintain and repair these apparatus and
equipment General maintenance alone is difficult to accompligh alone major repairs that arise. These
positions are also tasked with operationaltigis that include snow plowing and firefighting dutié&hile
engaged in these activitiemaintenance functions can be neglected or delay®dditional fleet maintenance
support is necessary. CCFD should seek out the most economical and efficient wayide fhe necessary
service in accordance withFPA 1901Standard for Automotive Fire Apparatusdditional information for

fleet maintenance and replacement is included later in the Capital Apparatus, Equipment, and Facilities
section of the report.

Administrative Support

CCFDcurrently operates with very little administrative support. Each of the positions assigned to
administration harnesss some level of support function for th®epartment as well as transiti@gto
operational roles when duties arise, and the system is strained. Furthermore, several operational positions
are assigned administrative roles to assist with support functions.
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Key Recommendations

wlt is recommended that the JPFB seek out a qudlifendidatefor Fire Chiend execute
the necessary recruitment strategies to secure the candi@atemmitment to CCFas
soon as possible

wCCFD should seek to hfar the empty Financial Specialibsitionas soon as a qualifie
candidate can be fouth

wCCFD should maximize the use of current FTEs assimfiedpreventionand consider an
additional Inspector as growth and construction increase beyon®®éJ- NI Y Sy {
to provide the necessary services.

wlt is recommended that CCFD further deyetraining efforts to involve as many membe
in handson training as possible based on a variety of schedules.

wCCFD should seek out the most economical and efficient way to provide the nect
service in accordance with NFPA 198tandard for Automave Fire Apparatus

Emergency Response Staffing

It takes an adequate and properly trained staff of emergency responders to put the appropriate emergency
apparatus and equipment to its best use in mitigating incidents. Insufficient staffing at an opefa@ame
decreases the effectiveness of the response and increases the risk of injury to all individuals involved.

Tasks that must be performed at a fire can be broken down into two key companéfassafety and fire

flow. Life safety tasks are based e number of building occupants and their location, status, and ability to
take selfpreservation action. Life safety related tasks involve search, rescue, and evacuation of victims. The
fire flow component involves delivering sufficient water to extirsuthe fire and create an environment
within the building that allows entry by firefighters.

The number and types of tasks needing simultaneous action will dictate the minimum number of firefighters
required to combat different types of fires. In trebsence of adequate personnel to perform concurrent
action, the command officer must prioritize the tasks and complete some in chronological order, rather than
concurrently. These tasks include:

Command Water supply

Scene safety Pump operation

Search and rescue Ventilation

€ & €& ¢
€ €& €& ¢

Fire attack Backup/rapid intervention

The first 15 minutes are the most crucial period in the suppression of a fire. The timing of iigte

period does not start when the firefighters arrive at the scene, but begins whenrthafiially starts. How
effectively and efficiently firefighters perform during this period has a significant impact on the overall
outcome of the event. This general concept is applicable to fire, rescue, and medical situations. Critical tasks
must be coducted in a timely manner in order to control a fire or to treat a pati€@€FDs responsible for
assuring that responding companies are capable of performing all of the described tasks in a prompt, efficient,
and safe manner.
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Considerable ongoing logaegional, and national discussion and debate draws a strong focus and attention

to the matter of firefighter staffing. Frequently, this discussion is set in the context of firefighter safety.
Campbell County has areas with a population density of lems 10 people per square mile and other areas

with a population density that exceeds 1,533 people per square mile in the City of Gillette. The jurisdiction
may choose to establish response demand zones and use criteria outlined in National Fire Proigetion

(NFPA) standard®NFPA 1710Standard for Organization and Deployment of Fire Suppression Operations,
Emergency Medical Operations, and Special Operations to the Public by Career Fire Depsptuoiiets the

number of firefighters assignedto algdi A Odzf I NJ NBalLl2yasS | LI NF ddzasx 2F0Sy
LISNE 2y Yy St LISNJ SyaiayS O2YLIlyede 9{/L y20Sa 0GKIFIG GK
assembled at the scene of an incident in conjunction with the scope anditueg of the job tasks expected

of them, regardless of the type or number of vehicles upon which they arrive. Setting the staffing levels is a
determination that is made at the community level based on risk, capability, and citizen expectations. There
isnot amandated requirement that fits all situations although NFPA 1&28ndard fothe Organization and
Deployment of Fire Suppression Operations, Emergency Medical Operations, and Special Operations to the
Public by Volunteer Fire Departmeritas objetives to meet regarding the number required for some typical
scenarios.CCFDas a combinationDepartment has the ability to use dier standard to determine the
appropriate resourcesAdditionally, there is a process fQCFDQo conduct its own criticastaffing analysis

later in this reportOnce completedCCFD should adopt a national standard to measure performance.

Some terms are used nearly interchangeably, such as the assembly of firefighters on an incident, may be called
0KS aLYXGEMNBE !@dztAfay YSyGz¢e faz Ol tf SRNIYI BRSFGEAOES O
C 2 NI S £An Gvervie® oMFPA 1726taffinglevels foraneffective responsare containedn the following

figure.

Figurell: NFPAL720 Deployment Model

Meets
Demand Zone Demographics MU SEF REEPISES M Objective
Respond (minutes) %)
90

Urban Area > 1,000 people/mi
Suburban Area| 500¢1,000 people/mi 10 10 80
Rural Area < 500 people/nt 6 14 80
Remote Area | Travel distancex8 mies 4 Directly dependent of 90
travel distance
SpeciaRisks Determined by AHJ Determined by AR, Determined by AHJ 90
based on risk

* Ajurisdiction can have more than one demand zone
* Minimum staffing includes memberssponding from AHJ's department and automatic aid

* Response time begins upon completion of the dispatch notification and ends at the time interval showrfigutiee

ECI Emergency Services 28
Consulting International



Campbell County (WY) Fire Department Staffing Neds Assessmen

NFPA 1720 uses specific demand zones to determine the necessary responders Wdezted.fire escalates
beyond what can be handled by the initial assignment, or the fire has unusual characteristics such as a wind
driven fire, or has been accelerated with a highly flammable compound, additional personnel will be needed.
There are alsoypes of scenarios that may not be fires, but mass casualty incidents, explosions, tornadoes,
etc., that may need additional staffing. It is difficult or impossible to staff for thesetwease incidents. These
require a strong mutual aid or automatic githn for assistance.

The following figure depicts the emergency staffing employe@6¥D

Figurel2: CCFOotal Emergency Response Staffing

PaidFulFTime Operational
Captain 3 53 0700;0700
Firefighter3 4 53 0700;0700
Firefighter 2 3 53 0700;0700
Firefighterl 6 53 07000700
Captain 1 40 0800;1600 MF
PaidPartTime Operational
BattalionChief 3 OncCall N/A
Captain 3 OncCall N/A
Lieutenant 4 OncCall N/A
Firefighter 52 OncCall N/A
SupportHrefighter 10 OncCall N/A
Discussion

CCFD utilizecareer and partime staff assignedo on-call periods to achieve theRE required to satisfy
incident requirements. Curremfficer-to-firefighter ratiosare below the normal ratios experienced by ESCI in
other departments when considering the total number of ptimie and career staff. CCFD currently has a
ratio of roughly 18percent,and normalratios experienced by ES@te between 25 and 3percent. The
addition of three Battalion Chied, one per shift, would provide consistent and guaranteed operational
leadership when day staff are not available. Furthermore, it would religgministrative staff from
operational dutiesand kring Departmentofficer-to-firefighter ratios closer to industry norms

A means of comparison, also used on a national basis, is that of measuring the number of firefighters on staff
per 1,000 population of the service area. The following figure illustrates the current comparisoGFid
staffing with both national and regiohaorms.
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Figurel3: Firefighters per 1,000 Populatidh

20 1
1.58

15+

L 1
1.0 +
05 +

L 0 0
0.0 }

Volunteer Career
Regional Median m National Median m Campbell County WY

The 2016 National Fire Experience Sumpeyides a comparison gfaid-on-callvolunteer firefightersand

career firefighterger 1,000 populationwWithin CCFDthe rate ofpaid-on-call firefighters per 1,000 citizens is

1.58. When comparing career firefighterthe regional median is 1 firefighter per 1,000 populatidime
national media is 12 firefighters per 1,000 population and / C %at &f career firefighters per 1,000
populationis .50 This comparison in itself does not indicate a hecessary change in staffing, but it does serve
as a point of reference for analysis of current operational endea@es:3hift operations are accomghed

using a threeplatoon system working 2Rour shift rotations that yield a hour work week. Daily
operational control is achieved by thg@re Chiefindtwo Division Chiefwho also serve operational roles if
needed.

10U.S Fire Department Profij2016, National Fire Protection Association, Fire Analysis and Research, Quincy, MA. NFPA stops
collecting career firefighter data for populations below 25,000 and stops collecting volunteer firefighter data for populbtive
25,000. Career data fromWest population range for which it is available and move it into the remaining population categories
below that. We then take the volunteer data from the highest population range for which it is available and move it into the
remaining population categars above that. If the population is over 25,000, you are using accurate career ratios but are using the
nearest available volunteer ratios. Likewise, if the population category is under 25,000, you are using accurate vdlasteet ra
using the nearesavailable career ratio.
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CCFperates withthree part-time/paid-on-call Battalion Chiebfficers assigned ta rotating duty coverage

in addition to the fultime career chiefsThese individuals are responsible for all aspects of the shift
operations and serve as thgre ChieRd NS LINB & Sy i I dckl@gdiSwhenihe id tnavyilAbkOn® | v (i
drawback of these owrall/part-time Battalion Chiefis they are not always readily availaki&achof the three
shiftsis staffed byone Captainand four firefighters assigned ®tationl in the city limits of Gilleand one
Captainassigned to the Town of Wrighdaily staff is augmentéaly part-time employees that aren-call from

1800 hours until 0600 Monday throudfriday and for 24 hours Saturday and Sund@ZFDRQioes not have
promoted ApparatusOperators who serve as the individsalesponsible for all aspects of maintaining and
operating fire engines. This position is filled on amaeded basis depending on availability of daily staffing.
TotalDepartmentdaily staffing is limited td1 careeremployeesncluding theFire Chieftwo Division Chief,

Fire MarshalandFire Inspectoduring the 080&0-1700hour time framewho could engage in firefighting
activities After 1700 hours, staffing is reducedfiee career stafto cover the entire ounty. The Occupational
Health and Safety Administratio(OSHA)has established guidelines and regulations in OSHA CFR 29
1910.134(g)(4)(i) that require two firefighters outside the hazard area while two firefighters are inside the
hazard areaCCFRannotmeet this OSHA requirement without paish-call (POC) staiffi the Town of Wright

Similar to a volunteer fire departmenf,CFR @art-time/paid-on-call structure utilize®epartmentpersonnel

K2 INB y20 OdNNBy Gt e g2 NJ oy eitplacesokr@sitendedr wiis. &nlildy R ¢
a volunteer fire department, the paidn-call employees become paid personnel when they respond and
remain paid during the time they are committed to the incident. Once the call is complete, these individuals
return to their place of residence or work and are no longer paid.

This system has worked well IGCFDut has not been without its challenges. Over time, Bepartmenthas

been required to add the necessity of covering an®ir shift utilizing paiebn-call personnel to address an
increasing difficulty of ensuring an effective response during specific time periods. As with volunteer fire
departments, the life demands (i.e., careers, family functions) of-paidall staff have negatively impacted
their abilities to consistently respond in support of tBepartmentneeds.

With such a lean career staff, pamne/paid-on-call staff are a critical element of the response system for
CCFD. When conducting the site visit, ESCI fQ@fhas an authorizegart-time/paid-on-call staff level of

roughly 73S YLJX 28 SS&a3> odzi | ( (miry ofiha metnbezsExp@dsdd cadcern torithe Bick @ A a
of participation of rostered member#t was expressed by thgart-time/paid-on-call members that over half

of the rosteredpart-time/paid-on-call members are not active and cannot be counted on for raspoThis

can be collaborated by the amount of activity recorded in training and response hours for each indiMidtial.

is not an unusual ratio for fire departments that rely on ptinte/paid-on-call heavily. However, with such a

large service area amslich a lean organization, it is necessary to redouble efforts to recruit and retain part
time/paid-on-call staff.

One of the challenges faci@CFDs the ability to recruit and retain individuals willing to commibima part-
time/paid-on-call firefigher. WhileCCFhas been working diligently to recruit and train individuals to bring
staffing levels to a maximum level, the efforts have been unsuccessful in achieving maximum authorized
operational staffing leveland participation

CCFstandard Operatig Procedureslirects the followindirst alarm assignment for structure fires.
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Figurel4: CCFDnitial 1% Alarm

Initial Full Alarm Assignmemt 2,000 f Residential Structure Firg

1 DutyChief 1
1Engine 3
1 Rescue 2
Parttime/paid-on call staff 4, if available
Total minimum personnel 6

In Figurel4 it is important to note that the dutyfChiefmay or may not be on duty and would respond from
home. The onduty staffing does not meet the need for a routine house fire and will not be suffiGiera

strip shopping mall or an apartment building unless there is fire protection inuitt these structures. This is

a type of fire that is likely within the jurisdiction and represents a higher level of risk than the typical medium
size residentiatiwelling. Becaus€ CFDstaffs most response units with a minimum of two firefighters, an
initial full alarm force for this level of hazard would commit the entire-duty staffing to one fire.
Furthermore, due to the geographical size of the jurisdictibis, not reasonable to expect or plan on this as

a means of providing coverage for such an event and still provide required services to the jurisdiction as a
whole.

Staff Allocation to VariousFunctions

CCFDallocatesthe majority ofits careerstaff to one fire stationin the City of Gillettdbased on the specific
geographic requirements and service level needs of the,aaed one fire station in the Town of Wright
Sation 1 in Gilletteis staffed withfive personnel for 24 hours and is augmentby part-time employees
when available The staff for this station is responsible for receivingsdall service and then responding

the appropriate apparatus. For example, a fire call would require the fire engine whareasiergency
medical call for setice would requirea rescue The station ilsoequipped witha tanker and brush truck
apparatus. If required to resporid either of theseapparatus staff mustmove from their current apparatus
assignment and relocate to the required or requested apparatusFireeChieandDivision Chiefare located

at the station to provide necessary command and control coverage during incidents and manage the
administrative duties for the shiftluring the daytime This allocation of staff across the stations and units is a
typical staffing model across the United States for career organizafidwesfire statiomin the Town of Wright

is staffed with oneCaptainfrom 0800to 1600 hoursThe minimum staffing available in ti@unty could be

as low as four personnel.

When staffare assigned to a calpart-time staff are requested to backfill the station until the original
emergency has been mitigated if additional resouragsnot required This means that patime staff would
respond to the station andtaffadditional apparatus in the event of a concurrent call. Department data reveal
that in most casesrery few parttime staff respondn-callbackto the station to prowile backfill leaving the
jurisdiction with little to no coverage.
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Staff SchedulingMethodology

CCFtilizes a traditional three platoon system operating on ai@r shift rotation per position to achieve
adaily staffing of five careestaffin the Cityof Gillette and one inthe Town ofWright The total number of
positions required per jurisdiction becomes a policy decision based on the needs of the jurisdiction. The
jurisdiction also establishes the number of employees needed above the minimum to allow for vacancies due
to vacation, sick, andther types of leave yielding an overall numbefuwf-time employees required to ensure
necessary staffing according to policy is available ddilyimum staffing forStation1 is four firefightersThis
staffing methodology is very common across th@ted States for firefighters to work a Z#bur period and

is proven to be effective for agencies with moderate workloads. Large agencies with heavy workloads have
implemented different staffing models to avoid employee fatigue. Staffing for-ac24 perbd reduces the
number of crew changes that occur in a given period of time.

Parttime staff are assigned ecall duty for one weekt a timein a fiveweek rotation. During this timef a
call for service comes ,ithe crew assigned onall duty is requied to respond to the emergency. Although
required this does not always happen. If availgldéher parttime employees are allowed to respond as well.

All personnel are trained as firefighters with most trained at a minimum of emergency medical teohnicia
(EMT) level.The Departmentdoes notprovide advanced life support (ALS) serviCHsese services are
provided by Campbell County Health, a local hospital.

DeploymentMethods andSaffing Performance forincidents

Typical fire department responsacrosghe nation include structure fires, vehicle fireg]dland firesyehicle
accidents, hazardous materials response, technical rescue responses, general calls foasereiceergency
medical calls. Thiatter isthe most frequent reason for activatinge 911 system.

EMERGENCY FIREIDENTS

The currentdailystaffing ofoperationsis sixindividuals per shift starting at 070@®urs It is important to note

that this staffing level is only realized when all personnel are on duty. On duty numbers dalseigopacted

by traditional vacation and sick leave.i¥humberdoes not includghe Fire Chiefind administrativestaff.

Fully staffedthis equates to a force barely capable of meeting the response needs of the community. Fire
RSLI NLIYSyGa FONRaa (GKS ! yAGSR {GlrGdSa GeLmAaortte Sai
minimum number of personnel a department will have duty before beginning to hire overtim&€CFhas
established a minimum number &fe personnel as its minimum staffing ledel / /cOrie staffing levels

limit the ability of theDepartmentto consistently and effectively respond with an appropriateamber of
personnel to mitigate largscale incidents. Thperiods oftime when a station is unable to respond to calls
within its assigned area is an issue of response reliability and is covered in greater detail later in this report.
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EMERGENCY MEDIGCIDENTS

Campbell County HealtprovidesEMS AL&ansport servics to their facility for the citizens of Campbell
County. Their daily operations are conducted with three units staffed daily. One in the Town of Wright and
two in the Cityof Gillette. Althoughthe local hospital EMS system provsddvanced life support transport,
CCFD is very often called uponstepplyadditional staffingor to mitigate the incident until they arriveThis
necessary and frequently required suppoftthe EMS systemlaces a drainonth€ A N3 RS Lclirrdl Y Sy (i ¢
ability to handle additional calls for service when units are committed. Across the n#immajority of
emergency systems provide some sort of first responder care until advanced life sopmastires can arrive

if the agency does not provide those services. In the case of, @@HBvenue generated by the EMS agency
does not support the operations of the fire departmeget the EMS system is reliannh those services to
achieve their missianMost systems are designed to work together in tandem or in a tiered respanse
CCFD should be no differeRtolicy makers should look for ways to integrate the two systems to ensure the
community has the best system in place to respond to calls fivicse regardless ithey arefire or EMSn

nature. Part of that discussion would be how to fund those serviktegal immediate needs are to establish
priority dispatching and reduce neemergency usage of CCFD resources.

SPECIAL OPERATIONGDENTS

Campbell County is ripe for the occurrence of incidents that involve hazardous materials and technical rescues.
The industry in the local area involves the production and transportation of various hazardous materials and
the processes involved create spaaiescue hazards that require additional training and manpower when
responding to those incidents. CCFD is part of a regional team and has the ability to call for regional assets
however, the sheer geographic location of these incidents can make resodetayed in arrival. Hazardous
materials by their physical nature prove to be difficult to mitigate and are even more difficult with limited
staff. These operations are described NFPA 472Standard for Competence of Responders to Hazardous
Materials/Weapons of Mass Destruction Incideftarthermore, the size and location of equipment used by

the mining, oijand power industries in thpirisdictionoften pose complicated rescue situatioi$iese types

of rescues are so involved they require their own standard for operatdRBA 1006Standard for Technical
Rescuer Professional Qualificatiamsl NFPA 16705tandard for Operations and Training for Technical Search
and Rescue IncidenfShese incidents would include vehicle machinery rescue, rope rescue, cdrdpaee
rescue, trench and excavation rescues, water rescaes structural collapse rescue incidents.
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WILDLAND FIREFIGHTIN

In recent yearsmany people across the nation have cotoeunderstandthe dangers and damaging effects
that wildland fires cause across the Midwest ¢hd West Coastof the United Statesand those dangers are
no different in Campbell County. Each ye&CFD employs the use of 10 interns designed to asgist wi
wildland firefighting needs. These interns often staff wildland apparatus to free career staff up to continue
answering other calls for servic€CFD also uses a rural firefighting program that places appairatus
strategically placegositionsthroughout the jurisdiction with wildland trained partime employees on
property to provide initial response in remote locationgith a service area of 4,802 square milesich of
the area is susceptible to wildland fires. Thesesfirgually last for days anméquire extensiveperiods of time

to mitigate and bring under control. Furthermore, the resourcssiallyneeded are expensive and require
the agency toexpend additional funds when outside resources aeguested such asair assets and
deployable fire reardants. One opportunity for consideration is to seek membership intdaimergency Fire
Suppression Account.

Under W.S. 38-401¢404, the State of Wyoming providele authority to set up the Emergency Fire
Suppression Account (EFS#dministered through the State Forestry Division (Division) within the Office of
State Lands and Investments (OSLie account began with the passage of 1986 House Bill 188 (1986 Laws,
Ch. 51), which set the original administrative and financial expectafor the accountThe basic purpose of

the account is to provide local governments with resources to help suppress fires that are or threaten to
become out othe control of the local fire suppression authority

As of FY2017, therewere 21 of Wyomind2@ 23 counties participating in the progranSweetwater and
Campbell counties do not participate in the program, nor have these counties previously participated since
the program started in 198WUinta County begaparticipation in FY2017. Statute allows lhe State Forester

as the head of the Division, to determine what expenses may be covered by theAEdesfity must request
EFSA assistance for each individual fire on a Divis®scribed form (WSFD8).By rule, theState Forester

may approve EFSA againce within eight hours of form receipt if a fire qualifies by one of the following
conditions:

® The National Fire Danger Rating System (NFDRS) rating nuesiyggh or extreme
® A National Weather ServieRed Flag Aleftor dFire Weather Watchis ineffect.

w Site specific conditions or fire behavior as specified on the VWSHDrm meets with the intent and
purpose of the account.

For counties to receive EFSA monies toward covering firefighting costs, Division rules éllemigetosts

that a county must cover before the EFSA may be used®i2,000 for a county with valuation in excess of
$400 million) A county only needs to meet these floor cost factors once per fiscal year to become EFSA eligible
for allowable cost reimbuements.Allowable EFSA costs include suppression and-upoposts related to
personnel, equipmentand supplies. Under the program rules, if a county does not participate in the program,
the EFSA funds may not be used to cover costs of fires on privake \dthin that county!!

1'wyoming Legislative Service Office Memo Dated April 21, R&f@érence Emergency Fire Suppression Account
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Participation in this fund could save Campbell County significant costs belianiag, and after wildland
incidents. Given the nature and frequency of these evednpbell Countgould potentially save significant
costs for mitigition as well as freely request resources without financial restrai@ts.average, the EFSA
reimbursedparticipatingcounties at a rate of about $12.84 per $1.00 of dues (to¢hpayout amount divided
by total dues armunt). A representation of county des paid versus payout amouraselisted in the following
figure.

Figurel5: County Dues Paid and Emergency Fire Suppression Account Payouts by County,
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FY201ZFY2016
Total EFSA Payout
County ‘ Total Dues (Reimbursements of | Net Payout
Allowable Costs)

Albany ($73,179) $4,103,455 $4,030,275
Big Horn
Campbell Does not participate.
Carbon ($121,266) $517,916 $396,650
Converse ($142,515) $1,312,539 $1,170,025
Crook ($49,445) $1,239,605 $1,190,161
Fremont ($108,313) $1,689,308 $1,580,995
Goshen ($49,274) $138,386 $89,112
Hot Springs
Johnson ($135,126) $1,339,031 $1,203,905
Laramie
Lincoln
Natrona ($155,811) $2,982,097 $2,826,286
Niobrara
Park ($98,398) $701,111 $602,713
Platte ($36,949) $2,802,706 $2,765,757
Sheridan ($70,237) $1,400,057 $1,329,820
Sublette ($388,437) $1,205,183 $816,746
Sweetwater Does not participate.
Teton ($155,865)‘ $1,827,230 $1,671,366
Uinta First participation in FY 2017.
Washakie ($25,347) $816,777 $791,430
Weston ($36,700) $711,748 $675,048
TOTAL ($1,646,861) $22,787,150 $21,140,288

Source: Legislative Service Office Research adaptation of Wyoming State Forestry Division
(OSLI) information.
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Responsibilities andActivity Levels ofPersonnel

In every fire department, there exist a number of activities that must be accomplished that are outside of the
GNBIdzf  NE RdziASa 2F NBaLRyRAy3I (2 SYSNHSyOeée -AyOAR
contained breathing apparatu§SCBA), hose testing, air monitor calibration, EMS quality assuyrande

various committeesCCFDelies upon individuals who have a particular interest in these additional areas to
accomplish the tasks. In addition to the benefit of completing theskstabie additional responsibilities serve

to further develop knowledgeskills and abilities of participating individuals. These individuals learn project
management, time managementand budgeting skills that prepare them for future promotional
opportunities.

Key Recommendations

wThe addition of three Battalion Chiefs, one per shift, would provide consistent
guaranteed operational leadership when day staff are not available. Furthermore, it w
relieve administrative staff fronoperational duties and bring Department offiegr-
firefighter ratios closer to industry norms.

wCCFD should adopt a national standard to measure performance.

wCCFD should conduct its own critical staffing analysis based on adopted ng
standards.

wJPFB ould look for ways to integrate and fund joint fire and EMS operations \
Campbell County Health to establish a tiered system.

wlnitial immediate needs are to establish priority dispatching and reduceemoargency
usage of CCFD resources.

wCampbell Couy should participate in th&mergency Fire Suppression Account (EFS/

Personnel Management
Although the delivery of emergency services to the citizens and visitors of a community is critical, effective

management and organization of amergency services agency are just as critical to its success. The
personnel that deliver those services are the backbone of the system. However, witheytroper
administrative and support personnel to handle supervismmmand and control, operatioal personnel

may not be able to perform satisfactorily.

LG A& O2YY2yfé dzyRSNRG22R GKIFG Ly 2NBFYATFGA2yQa
equipment can appear to be expensive when viewed as atiome expense, the reality ithat personnel
SELSyasSa GeLAOrfte 002dzyid F2NJ Y2NB GKFyYy T1n LISNOSy
attention be given to managing human resources in a manner that achieves maximum productivity while
ensuring a high level of job ssfction for the individual. Consistent management practices combined with a

safe working environment, equitable treatment, opportunity for inpity R NX O23ay A A2y 27F
commitment and sacrifice are key components impacting job satisfaction.

In this section, ESCI will review and analyzephkcies, procedures, job descriptigrend other personnel
management related activities @CFD
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Policies, Ruleand Regulations, and Guidelines

The CCFDPolicy Manuglwhich include procedures and standdroperating guidelines (SOGB)irrors the
County HandbookSOGs should lz@rangedin a way that they can be easily referenced for revie@FD uses

an online resource management system to access and provide revieepafrtmentpolicies for employees.

The system is easy to use and navig&€FD has a fairly extenspaicy and standard operating procedure
manual Further, it is recommended that there be a guideline that directs the process of periodic review and
changes. A good way to assure this revigill occuris to have a committee dECFDnembers review one

third of the guidelines each yeandrecommend changes. There should also be a process to trigger changes
of a guideline that has tea modified due to a new method or a technology change.

Job Descriptions

CCFDemploys several different job descriptions that are not unlike other agencies of similar size and
organization. Theébepartmentcurrently employs the positions of Firefightgrll, 1ll, Lieutenant, Captain,
Battalion Chief, Fire MarshdbjvisionChief and Fire Chief. A review of current job descriptions reveals that
some of the descriptions are dated and in need of review and possible revision if the duties described are
different from actual practicesMost of the job descriptions have not been reviewed in over 10 yeknis.
descriptions should receive periodic review and revision.

Compensation

Ly 3SyoOeQa | o jandiaiaé enipbyeésihas MHi@di ipaét sriidity to effectively and
efficiently provide the desired serviceBCFDOs no different. Agencies should provide periodic reviews of
current compensation structures, market competitiveneaad County compensation philosophies. These
internal and externhcomparisons of equitable positions and workloads ensure the agency can attract and
maintain an effective workforceCurrently Campbell County is conducting such a study. The results of this
study should be used to prepare a wage and benefit packagentiflaiemain competitive for the employees

of CCFD.

Disciplinary Process

Under the existing organizational configuration, personnel related decisions are made at different levels. The
Fire Chiefhas the ability to hire, dischargand promote. Disciplinean be issued at several levels of the
organization based on the severity of the infraction. The policy is outlined irCtdmapbell Countyire
DepartmentPolicy Manual00.86 Personnel related decisions can, and often do, subject an organization to

a potentially extensive liability exposure. Risk is presented that can result from a hiring mistake, improperly
processed disciplinary process, wrongful termination claand moe. The access to legal counsel can reduce
this liability. The employees are afforded an appeal process through the established grievance policy.
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Counseling Services

hdzNJ yIF A2y Qa FANBTFAIKGSNA INBS FI OSR @ioth&ocQipation.A 2 y I f
The percentage of firefighters struggling with careelated stress is very high with suicide rates climbing

each year. These issues manifest themselves through higher divorce rates and addictions such as alcohol,
drugs, or gamblingFrequently seen in recent studieanother major concern is Pe3raumatic Stress
Disorder (PTSD). As these symptoms occur, employees need support systpiace thatare readily
accessibleand provide access t@omeone who is qualified and truly undemstds 1t KS SYLJX 28& S
circumstances.

Several programs caassist: critical incident stress management, employee assistance prograns
intervention piograms to name a fewlhe County offers Critical Incident Stress Manageme@i-Bhould
strive to develop &tructured critical incident stress debriefing progrén conjunction with the Countfor its
members. This program should be communicated to make each member awaike dcvailability of
resources.

Application, Recruitmentand Retention Process

CCFIperiodically advertises on their website and sends notifications to localities and affiliations to advertise
openings within theDepartment CCFD has patime position whocommits thirty hours a week to recruit
employees and manage specifics of the prograime application process requires the normal background,
reference and qualifications check&CFD offers a recruit program and overd has seen a decrease in the
number of people who start the program and dwt finish. In years pasgs many abalf of the recruits failed

to complete the training. Measures and changes have been introduced to reduce these numbers and increase
success rates. One drawback expressed by current employdest the application process for the recruit
program only happens oeca yearand if a new recruit becomdsterested, they must wait until the next
application period. This can have a delay in membership for qualified candidates to begin training

The part-time/paid-on-call program must be aggressively manag&CFDelies heavily upon this group to
accomplish its mission and cannot afford to have it dwin@tbeconcentrate on this need;CFBhould pursue
grant funding for avolunteer recruitment and retention coordinatgposition to transform the current
recruitment pogtion into a fulltime recruitment and retention coordinatoiVhile the SAFER Act grant criteria
can be modifiedeach yearby the Department of Homeland Security (DHS), dgencyadministering the
grant, the typical key elements of the Recruitment anddRédbn of Volunteer Firefighters positisrare as
follows:

w There should be period of performance (funding for the position} between 12 and 48 months for
all grants awarded for Recruitment and Retention of Volunteer Firefighters

® Volunteer and combintion fire departments and national, state, local, or federally recognized tribal
organizations representing the interests of volunteer firefighters are eligible to apply for funding

® Recipients of SAFER Recruitment and Retention of Volunteer Firefigiramts are not required to
contribute acost share or matcfnon-federal funds).
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This position can also contribute to the operational response elements oD#partment responding to
emergenciesand conducting ancillary duties indirectly tied to recruitment and retention of volunteer
personnel. Many organizations receiving such gffantled positions have used the position to develop
community outreach programs, assist with training, and otherwisaevigle broad benefit to their grant
funded employer.This has the added benefit of providing potential administrative support as Waise
programs are discussed in detail in the Future Delivery Models section at the end of the report

Key Recommendatins

wCCFDshould pursue SAFER grant funding for a Volunteer Recruitment and Retg
Coordinator.

wA review of current job descriptions reveals that some of the descriptions are dateg
in need of review and possible revision if the duties describedddferent from actual
practices.This process is underway and scheduled to be completed by June.

wCCFD should use the compensation study Campbell County is conducting to ens
pay and benefit plan offered is competitive.
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Fire Department Planning

Acaoss the nation, he fire service creates and gathers large volumes of degardingthe performance of
duties, both from emergency response activities and in preparationdnd anticipation of large-scale
disastersHowever, many of these same organizations do not analyze the data sufficiently to evhliate
effectiveness anddjustbecome more effective or efficient.

There are two major types of planning fire departments should employ: emergency preparedness and
response planningand administrative planning for the future of the organization. There areedeiments

under each of these as well. Each of these are described in the following pages, as wellGSHidaves in

these major categories.

Emergency Prepadnessand Response Planning
As emergency response agencies, fire departments must thoroughly understand their comnisity.

These risks must be quantifiethere are numerous risk/consequenaerisk/probability matrices available;
regardless of the labels on the axes, they usually fall into one of the quadrants in the following figure.

Figurel6: Risk (Impact/Probability) Matri¥k

Moderate High

Probability

Moderate

Impact

As therisk is quantified generally into one of the four quadrants, a decision is made based on the level of risk.
Communities cannot create a zero chance of a risk, which would indicate there is no risk in that community.
Likewise, there cannot be 100 percentcice of a riskecausehat would make it a certainty, not a ridkvery
community must come to grips with an acceptable level of risk, recognizing that it is improbable, impractical,
and unaffordable to eliminate all riskithin a community.Using a mati helps fire department officials
determine approximately where the line is between an acceptable and unacceptablé issknportant to

note that for the individuals directly involved in an incident, it is never considered an acceptable risk. The
guadrantsin the previous figure may be defined as follows

2pdapted froma wA &1 LYLI Olkt NP6l oAfAGE / KFENIGY [SENYAYy3I Geb. 22 Nde2 NA GAT
2016.
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w Low impact/low probability Risks in the bottom left corner are low level, with acceptable
consequences if the incident occurs. These are considemd Risk which is often considered
acceptable and mguires no further action.

w Low impact/high probability Risks in the top left corner are considefddderate Risk if the incident
happens, the fire department can usually handle it with existing resources. However, effort should be
given to reduce the likdlbod that these incidents occuithis is where community risk reduction
strategies pay significant dividends to a community.

w High impact/low probability Risks in the bottom right corner are significant if they do occur, but they
are very unlikely to happerRisks in this quadrant are referred to ®derate Riskand are prime
candidates for training and contingency planni#g.fire department may spend time and energy
preparing for such an incident and may even acquire specialized equipment and othestaffon
resources to prepare for this risk. These risks also lend themselves well to community risk reduction
strategies, such as public education, community engagement, and code enforcement.

w High impact/high probability Risks toward the top right corner acetical and are viewed asigh Risk
These should be the highest priorities for the fire department and for the commukigyressive action
is required, such astaffingandequipping for these risks, and engaging the community in risk reduction
and prepredness.

Once the community risks are identified and appropriately categorized, plans of action are developed
consistent with their category. In many instances, higk facilities are preplanned in the event of an incident
occurring there Fire personnkbecome very familiar with these facilities, understanding what risks each of
these facilities poses and what features the building has that can be used to gain a tactical advantage, such as
area separation walls or builh fire deluge systems. These ifdies are known as target hazards.

A key component of response planning is developing a critical task analysis and deployment plan for various
incident types within the community.hese elements are core elements of a Standards of Cagplying the
principles of risk analysis and practical emergency response strategies and priorities, fire departments can
address, in general terms, how they will respond to a variety of emergency incidents that may occur.

Developing such a document sesvi reinforce theDS LJ- NJi ‘gbsodckdta mitigating emergencies and
KSftLla G2 AYyF2NY 020K LRftAOCE YF{SNAR FyR (KS O2YYdzy
to a singlefamily house fire as opposed to a commercial/industrial occupancy.

A Standards of Cover perfosma safety function to the extent that servesto remind both firefighters and

chief officers of the limits of what can be prudently accomplished at an emergency scene. The creation and
the promulgation within theDepartmentof such a document can have a lasting effect upon the effectiveness
of the agency.

As previously discusdeone immediate consideration when evaluating risk for CCFD is the possibility of large
costsincurred from wildlandires. One method to protect CORwvould be the participation in the EFSA for
largescale incidents and costs associated with mitigating fires in public and private lands.faitvesel-
thinkingplans will protect thddepartment the City of Gillette, Campbell County, and the Town of NYfirpm
devastating costs during mitigation of emergencies.
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Key Recommendations
wDevelop a complete database of all high risk/high impact facilities in the CCFD servic

wDevelop response plans for all néacility risks(transportation systems and weathe
extremes) that are high impact risks.

wDevelop and publish a CCFD Standards of Cover.
wParticipate in the Emergency Fire Suppression Account for wildland fire reimbursem

Administrative Planning

Administrative plannig is often an underappreciated processdoes not have the urgency of response
planning and is therefore easy to put off to a later dad#any fire departments do not fully appreciate the
importance of these planshere are multiple types afidministrative planning device¥he most common

are master, strategic, capital improvement, apparatus and equipment replacemaedtpersonnel planning
(which includes succession plannin@ome elements of capital improvement planning, apparatus and
eguipment replacement planning, and to a lesser extent personnel planning (as it relates to staffing levels)
are included in master plans.

A master plan is essentially a lerange plan of the community served by the fire departménidentifies

the currentconditions and assesses land use and development plans for the community, as well as the urban
growth boundaries for potential future growtlRopulation and service demand growth are projeci®years

into the future, and the impact of that growth is idéified. Recommendationghat address critical
infrastructure gaps or gapbat will occur if the projected growth is not responded to appropriately and in a
timely mannerare made in a master plalCCFD would benefit from the execution of a full mastenpla
Althoughthis staffing assessment will provide immediate information to make operational adjustments, CCFD
is without aFire Chief A full master plan with Standards of Cover would lay the groundwork for the future
and provide policy makers with an everore in-depth review ofDepartmentneeds for the futurewhile the

search for &ire Chiefs conducted.

A strategic plan is of shorter duration, typically thieefive years, and is internally focusdd. this type of

planning process, citizestakeholdes are often interviewed to identify their attitudes, priorities, and
concerns as it relates to tHeepartment Internally, a SWOT Analys&réngths,WeaknessegDpportunities,

and Threats) is conductedReconciling thecitizenstakeholder feedback with the internal SWOT analysis
NEBadzZ 64 LINPGARSE | Of SI NJ LI O drnigNsBvirogntentali $¢&h stapes the/ A 1T |
strategic initiatives theDepartmentshould focus onWithin each strategic initiative, mujle goals and
subordinate objectives are established, complete with timelines, outcome megsurésesponsible parties.

A strategic plan is in essence a thtteefive-year internal work plan for a departmenfCFRoes not have a
strategic plan in place
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Capital Facilitieand Equipment Planning

Capital assets include all facilities, all rolling stock (apparatus), and the key equipment used on the apparatus
dedicated to achieving the mission of tECFDThe single most expensive infrastructure elements fire
department are the facilities and apparatus. Because of this expense, planning must be developed to address
replacement, refurbishmentand maintenance. The funding of these elements is difficult to absorb for most
agencies in a single yeahus, a multiyear funding strategy or funding source must be identified. The
replacement or refurbishment must be planned far enough ahead of actual expense to allow the agency time
to acquire the funds necessary to implement the plan.

The following figure réécts the status of / G Pl&hning efforts in this regard, and the funding mechanisms.

Figurel?: Capital Plansind Funding

CAPITAL ELEMENT STATUS

FACILITIES

Capitalimprovement plan | Acapital improvement plais not in place.
APPARATUS

Apparatusreplacement plan ‘ Anapparatus replacement plas currently in place
SUPPORT EQUIPMENT

There is no set plan on support equipmeBCBA andradiosneed to
be replaced Other expensive monitoring equipmefur hazardous
materids response alsneedsreplacement planningvioney is
OdZNNBy Gfe o0SAy3a asSiad FaiARS G2 N

Equipmentreplacement plan

wS3IFNRfSaa 2F Iy SYSNHSyOe aSNIDxdpiklfaciliSsyaqitequipmertA y Iy
are not available for use by responders, it is impossible for a fire department to deliver services effectively.

Facilities

PLILINRLINAR F GStf @ RSAAIYSR YR YFAYOGFAYSR FILOAtAGASE
timely manner and with appropriate deployment of assé&SCl observed and reviewed the fire stations
operated byCCFDSeveral of the stationseviewed were very nice and exceptiolyalesigned. Station,Xor
exampleis an excellent example of fire department facility design.

CCFDa TFTANB adl A 2thosethdd ardlilaticelyRew Brid & gobdNddndition to others that are
aging andwill soon be due for replacement. Some of the stations are nearing or have already reached their
maximum capacity in terms of room for future expansion as workload and service demand increase. As a
result, CCFDhas significant facility replacement costsat will need to be addressed in the near futute.

longNF y3S YIFaGSNI LX FYyyAy3as AG A& AYLRNIFYyd G2 O2yaai
fixed facilities are configured for future expansion, when needed.
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Except for the newer stations,any of the stationsn useare oldvolunteer fire statbns acquired over time

and out of necessity. As sudiney were never designed to house ftithe firefighing personnel. This is
evident in the current configurations of most of the fire statiadhat have very little room for crews and
apparatus. Furthenore, the ability to turnout for calls is hindered due to configuration issues théltrews

and facilities. Crews must move between apparatus based on the emergency call that is received. This adds
time to the overall ability to meet recognized turnotaedards. Many of the buildings do not me&mericans

with Disabilities ActADA requirements and are not in compliance with recommendations from the National
Fire Protection Associations Standard for life safety initiatives. Some examples are vehicist exiposure,

a lack of smoke detection and sprinkler systems, portable fire extinguismsmergency exit and lighting.
Another concern is the ability to properly decontaminate employees and their equipment in accordance with
NFPA 1581Standard on ife Department Infection Control Progra@urrent configurations do not provide

for adequate decontamination of equipment and clothing separate from cooking, eating, and living quarters.

It is recommended that each station have a thorough evaluation fiarctiral integrity and regulation
compliance. After the service delivery and performance recommendations are reviewed, then consideration
can be given to the need for newly constructed fire stations that are capable of appropriately housing the
necessangtaff and that meet applicable standards as well as provide the appropriate response coverage for
the service areaf current stations do not meetthe ne€d 9{ / L Q& S@l fdzr A2y A& Yy
inspection but rather a general overview and initrapiression. Further inspection and analysis are warranted.

Apparatus/Vehicles

CCFDnaintains a very large fleet of response vehicles that are generally, dddeclearly well maintained.

The overall condition of the fleet was found to iregoodcondition E€l observe€CFRa @SKA Of Sa (3
maintained and in various ranges of poor, fair, goad excellent conditionDeductions from higher rating

were due nostly tothe age and mileage for each vehicle. Older apparataswell maintainedaswell. ESCI

was impressed with the appearance and general condition oD&e.J- NI “ppafaiug, avhich is indicative

2F GKS 3SyoeQa OdzZ GdzNE 2F LINARS YR 26y SNBKALID L

CCFDdoes not employ a designateApparatus Operatomosition with overall accountability for the
apparatus. Insteadhis position is filled as needed with available staff for the day. The designated drivers
should have training on how to do daily vehicle checks routjriaiuding br&es. This is a safety and
readiness issue for thBepartment Including training on proper operation of the vehicles will allow drivers
to detect problems earlier and can get them repaired before they result in failure.

Apparatus Replacement Planning

Fire apparatus are typically unique pieces of equipment, often very customized to operate efficiently in a
narrowly defined mission. A pumper may be designed such that the compartments fit specific equipment and
tools with virtually every space on the truck dgzated in advance for functionality. This same vehicle, with

its specialized design, cannot be expected to function in a completely different capacity, such as a hazardous
materials unit or a rescue squad. For this reason, fire apparatus is very expandivéers little flexibility in

use and reassignment. As a result, communities across the country have sought to achieve the longest life
span possible for these vehicles.

ECI Emergency Services 45
Consulting International



Campbell County (WY) Fire Department Staffing Neds Assessmen

Unfortunately, noMechani@l piece of equipment can be expected to last foreves.a vehicle ages, repairs
tend to become more frequent, parts more difficult to obtain, and downtime for repair increases. Given the
emergency mission that is so critical to the community, this factor of downtime is one of the most frequently
identified reasons for apparatus replacement.

Because of the large expense of fire apparatus, most communities find the need to plan for the cost of
replacement. To properly do so, agencies often turn to the faocepted practice of establishing a life cycle

for the apparatus that results in a replacement date anticipated well in advance. Foiiatdng
organizations then set aside incremental funds during the life of the vehicle, so replacement dollars are ready
when neededCCFIhas an established replacement plan

NFPA 1901Standard for Automotive Fire ApparafidéFPAL911 Standard for the Inspection, Maintenance,
Testing, and Retirement of -Bervice Emergency Vehiclesd NFPA1912 Standard for Fire Apparatus
Refurbishingare applicable standards for the purchase, refurbishment, maintenance, and retirement of fire
appamtus.ESCI supports Annex D of these standards as they relate to replacement schedules for heavy fire
apparatus (engines, tankerand ladder trucks)Generally, the annex recommends a maximum®years of
frontline service, followed by a maximum b years in reserve status, followed by themoval of theunit

from service. However, usage can have a significant effect on the resaudtets role during its life
expectancy Thus, the following figurehould bea useful guide fothe Department providinga formulaic
approach to apparatus replacement.

Figurel8: Apparatus Replacement Criteria
Evaluation Components  Points Assignment Criteria

Age One point for every year of chronological age, based esemmice date

Miles/hours One point for each 10,000 miles or 1,000 hours

1, 3 or 5 points are assigned based on type of service unit receives.

Service (For instance, fire pumpers would be given a five because it is classif
as severe duty service.)

This category takes into consideration body condition, rust interior
Condition condition, accident history, anticipated repairs¢.eThe better the
condition the lower the point&ssignment

Points are assigned as 1,08 5 depending on ta frequency that a
vehicle is in the shop for repair.

Reliability (For example, a 5 would be assigned to a vehicle in the shop two or r
times per month on average@hereasa 1 would be assigned to a vehicle
in the shop an average of once every three months or)ess.

Point Ranges Condition Rating Condition Description
Under 18 points Condition | Excellent

18 to 22 points Condition Il Good

23¢27 points Condition 111 Considereplacement
28 points or higher Condition IV Immediatereplacement
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ApparatusReplacement Funding

ESCI advises clieritsset funds aside for its replacemeimom the day that a new piece of fire apparatus is
delivered Each piece of fire apparatus and the related support equipment has a predictable expected useful
service life, basd on a practical balance of use and maintenance cost. By analyziagdgejected service

life and replacement costs with an inflation factor, a replacement schedule can be established that looks
farther into the future than simply the annual budgebgess, enabling the agency to more effectively forecast
future financial demands and plan for them.

Aspreviouslystated, theCCFas a relatively equal mix of old and newer apparaflthoughfortunate to
have this new equipment, it is important to rethat the fleet will also come due for replacement in a
somewhat compact time frame, resulting in a financial liability that needs to be planned for.

A replacement plan is important. Howeydully funding a plan can be challéng. This level of finanal
forecasting is essentidbut it is not in place in many fire departments. As stated, dedication of funds for the
future replacement of a fire engine is recommended to begin the day of delivery. Upon receipt of a new
vehicle, a replacement date and iatilon-factored replacement cosire calculated.

SelfContained Breathing Apparatus

One of the most important pieces of equipment in the fire service is thecselfained breathing apparatus
(SCBA). Without the SCBikefighters cannot enter atmospheres considered to be immediately dangerous to
life and health (IDLH). This equipment is the key to saving lives and unfortunatetyespensive. ThOSHA

Code of Federal Regulations (CFR) 29 CFR 1910.134 establsheguirements for respiratory protection
when dealing with IDLH atmospheres and firefighting or rescue work. There are currently 22 state plans
approved by OSM Wyoming has an OSHA state pldast like facility and apparatus replacement plans
departments should develop capital replacement plans for expensive equipment items like SCBAs. A
replacement plan with dedicated funding will ensure that when the time comes to replace these items the
Departmentwill not have to struggle to fund the purchase.

Rado Communication Systems

Another often neglected replacement plan is radio communications equipment. Manufastoiten develop
life spars for their equipment andas they transition to newer technologglo not provide service for older
technologyas is he case with current Motorola radio systems. Currertig Motorola brand radios used by
a large number of fire service agenciase reaching the planed obsolescencedate, requiring many
departments to upgrade or replace their entire systems. These mysi@e also expensive and require a
replacement plan

Hazardous Materials Response Equipment Replacement

TheCCFitilizes the most ugo-date equipment recognized by industry standards and professionals. As time
continues and funding dwindlethe ability to maintain and replacthis equipmentwill be difficult. All of the
equipment evaluated by ESCI was in proper working order and in good serviceable shape. It appears the
Department has an adequate number of consumable items on hand. ESCI noted thdindeanand
organization of response equipment. This shows the dedication and commitme@G@Rk®nembers have for

their organization and profession
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ESd

Key Recommendations

wDevelop a strategic plan for CCFD, and implement the findings.

wMany of the fire stdons do not meet ADA requirements and are not in compliance Vv
recommendations from the National Fire Protection Associations Standard for life s
initiatives.ESCI recommendbat each station have a thorough evaluation for structu
integrity and regulation compliance.

wUpdate the capital improvement plan to reflect the capital recommendations conta
in this report.

wEnsure a wellunded apparatus replacement plan is ia@s.

wEnsure a plan is in place to replace important capital items like SCBAs and
communication equipment.

wEnsure a replacement plan for hazardous materials capital items is in place &
coordinated with emerging technology.
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Service Demandand Incident Staffing Performance

Service delivery is the foundation of any servicinted organization. Without an understanding of how
services are organized, deployed, and managed, efficiency and effectiveness cannot be quantified. This
section of the repa will analyze multiple facets of the current delivery of fire serviceCfoFDincluding the
identification of incidents by type and frequency, deployment analysis, system relighildya summary of
performance. By understanding current performarased how the system functions, goals and objectives for
future performance improvements can be established and implemented.

Demand Studyncident Types and Frequency

The ways in which demands for service occur often follow predictable patterns over tingefitify those
patterns inCCFDESCI conducted an analysis and geographic display of current service demand by incident
type and temporal variation using data obtained from @ampbell Count{fire Department. Incident types

were selected based on thédassification system established by the National Fire Incident Reporting System
(NFIRS)and temporal variatioa (or the way service demand changes over timere analyzed by month,

day, and hour.

In Figurel9, a historicabverview ofthe types and frequencgf service demandor the years2013through
2018are presented Incidents are subdivided by NFIRS incidents types. ihotdentsincreased fron,022
in 2013 to 2,147in 2018 a6.18 percent increase. As part of this increafiee related incidentsncreasel
from 169to 174, a2.96 percentincrease while EMS iridents increased from,085 to 1,118a 3.04percent
increase.

Figurel9: Service Demand by Year and Ty@613;2018

2,500 T
2,000 + 5 -
1,500 + I l
1,000 +
1 - BB
500 + L]
0
2013 2014 2015 2016 2017 2018
. EMS 1,085 800 776 754 1,046 1,118
MVvC 171 210 178 129 188 188
m Fire 169 247 228 245 254 174
mmm Alarm 181 212 230 200 214 208
Other 416 391 456 408 351 459
Total 2,022 1,860 1,868 1,736 2,053 2,147

In Figure20, incidents were categorized by type for the study period of20tough2018to provide a global
comparison of the nature of service demandd@FD
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Figure20: Sewrice Demand by Typ&013;2018
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As illustratedn the preceding figureEMS represents the greatest impact to service demanty atpercent
followed byfire incidents which accounted fofl1.3percent of incidentsalarms which accounted fod0.7
percent of incidentsand motor vehicle collisionswhich accounted for 1B. percent of incidents Other
conditionscontributedto 21.2percent to the total incidentvolume.

Another way to examine service demand by type is wiglieachart. Shown ifrigure21 are incidents by type
with relative frequency provided for each segment. By examining the figure, it is clear thahddoreEMS
is a major contributor td / C Bverall response characteristics.

ESd
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Figure21: Service Demand by Typ2013;2018
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Temporal Analysis
In addition to understanding the types and frequency of service demandnderstanding of when these

events occur is critical to the understanding of when system demand will most likely be at its greatest.
Knowing when high demand periods occur will assist administrators in determining whether staffing levels
are sufficient fothe demand and also in scheduling additional duties such as training, fire safety inspections
and vehicle maintenance.

The following figure shows the temporal variation /of/ C Se@vice demand by month. Each month is
represented by the number of incidenoccurring in that month compared to the total number of incidents
that occurred from January 1, 28to December 31, 2@ These are presented as percentages relative to
total service demand that occurred during the period of analysis.

Figure22: Service Demand by Montt2013;2018
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July and August represent the highest volume of demand throughout the year with a smaller peak of activity
in December and Januarfyebruary tends to be the slowest month with an average of 136 intsdand July

is the highest with an average number of 209 incideftds provides an increase of demand for service from
February to July of 53.68 perceiithere is then a gradual decrease from July to November of 23.92 percent
with a slight peak before February.

Next, demand for service is examined by day of the week. In the next figure, each day is presented as its
relative frequency of occurrence.
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Figure23: Service Demand by Da2013;2018
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It appears that the greatest demand for service occurs during the first half of the week with a decrease over
the weekend Tuesdays were the highest demand level with an average of 288 calls for s8undays were

the lowest demand level with an average of 26#lls for serviceThis represents a 7.06 percent variation
between the highest demand and lowest demand.

Finally,Figure24 shows temporal variations in service dentgby hour.

Figure24: Service Demand by Hou2013;2018
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When demand is analyzed for frequency by hour of day, the paisdiairly typicalDemand for service begins
increasing around 6:00AM, coinciding with thepulation increasing activityt peaks at its highest around
1:00PM and then begins decreasing at 8:00FMs gradual decrease to the lowest demand level at 3:00AM
coincides with the decreased activity of the populati@f. note is that while demand Iswer in the early
morning hoursfatal residential fires occur most frequently late at night or in the early morraged on
findings from a national studyrdm 2009to 2011, residential fatal fires were highest between LPO0AM

and 4:0@5:00AM. Theeight-hour peak period (LDOPM¢7:00AM) accounsfor 48 percent of residential fatal
fires.t

Geographic Service Demand
In addition to the temporal analysis of service demand, it is useful to examine the geographic distribution of

service demand. Utilizing tHeCFECAD data, ESCI calculates the mathematical density of incidem2013
through 2018throughout theDepartmey (i ®riice area. The next figure shows the result of this calculation.

Figure25: CCFD Service Area Geographic Service Demand Call€22083
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Lf;{:’ City of Gillette

——  County Boundary

Service demand is spread throughout the study area with demfmadised withinareas of greatest
population. In Campbell County, these areas are located in theo€@yjilette and the Town of Wright.

13 Fatal Fires in Residential Buildings (2®11), Topical Fire report Setig®lume 14, Issue 3/May 2013, U.S. Department of
Homeland Security, U.S. Fire Administration, National Fire Data Center.
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Distribution Study
Next an overview of the current deployment strategy, which includes facility and apparatus locations, were

analyzed usg Geographical Information Systems (GIS) software to identify potential service gaps and
redundancies of resourceBigure26is an overview of th&€€ CF3ervice area showing the city boundaries as
well as the firedepartmentservice area boundaries. The fire station locasiare also illustrated.

Figure26: Campbell County Fire Departmertservice Area
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CCFIprovides service to th€ity of Gillette and the Town of Wrigl@CFDBtaffstwo career fire stationsone
station located within theCity of Gillette and one in the southern part of tBeuntyin the Town of Wrighas
shown in the figureStation 1lis staffed withfive personnel for 24 hoursStation 9 in the dwn of Wright has
one career firefighter from ®0AMc4:00PM

Later in this setion, further analysis will be conducted examining unit hour utilization and call concurrency
(how often multiple calls occur), each of which impact staffing decisions.

Another important consideration for fire departments and other service delivery orgéohns is to
understand where people are located and the concentrations of the population. If the majority of people live

in a concentrated area, it is intuitive to anticipate that that area will also request the highest levels of service
demand as callr service are generally initiated by peopfégure27 presents I Y LJ6 St  popuktiay (i & Q &
by census block based d¢ime American Community Survey (ACS) 2684timates. The total population used

in this study wagl8,116
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Figure27: Campbell County Fire DepartmerPopulation by Census Block
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A review of theprecedingfigure indicates that the greatest population concentration existshe City of

Gillette. This area possessthe greatest population densities, as indicated by the dark shading. The
population densityper square mileyithin the city boundaries is a othination of 50Qo 1,000, and 1,006

2,000, with some census blocks greater than 3,000. For the most part, the fire district service area outside the
city boundaries has a density of less than 100 people persquarE milg A 1t K 42 YS OSigriiadza { NJ
low as 2 per square mile

With a review of the service area and population complete, next the distributicBamhpbell County Fire

5 S LI NJi reshHyfaendll be examined and compared to the Insurance Services Office (ISO) and National
Fire Protecthn Association (NFPA) criteria. These standards provide baseline criteria for compa@€F»a
deployment strategy. These are important standards for comparison because, while ISO criteria focuses on
fire suppression capabilities for insurance purpQ9SPA standards establish a foundation for overall system
benchmarking for fire suppression, rescue, and other activities fire departmagte be required to perform.
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ISO Distribution
The ISO Public Protection Classification (PPC®) score was devetopedmimunities to provide

recommendations for key areas of improvement. The PPC system is a national system used by the New Jersey
based advisory organization Insurance Services Office (ISO) to provide insurance providers with a classification
ratingofat 2 OF f O2YYdzyAtieQa FANB LINRGISOGAZ2Yyd ¢KS tt/ &ac
of 1 (best protection) to 10 (no protection) and assesses all areas related to fire protection broken into four
major categorieshat include emergency dispelh and communications (10 points), water system supply and
distribution capabilities (40 points), the fire department (50 points), @edhmunity risk reductin (5.5

points). The PPC score is developed using the Fire Suppression Rating Schedule (FBRSjtlindsc
subcategories and the detailed requirements for each area of the evaluation.

The first component of 1ISO distribution is the ability of a fire department to arrive on scene equipped with
personnel, equipment, and water sufficient to effectivehjtigate a fire. To determine whether or not a
structure is eligible to receive a PPC rating better than 10, indicating that the fire department does not meet
minimum ISO criteria for the structure to receive a rating, a service area of five road mifethé&dire station

is generally used.

Generally speaking, ISO is concerned with the provision of fire suppression services to contiguoughpbuil
areas, meaning that ISO is unconcerned with the protection of unpopulated regions of a service area or those
areas that lack permanent structureshd maximum service area that an engine can effectively travel away
from the facility to conduct firelugopression operations is 1.5 road miles.

The following figure shows theve-mile ISO criteria.
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Figure28: Fire Station 5-Mile ISO Criteria

There is a total of 1,899 road miles in the CCFD servicerageme28 shows a fivaoad-mile radius extending
outward from each stationFivehundred thirty-two road miles, or 28 percenare within five miles.

The following figureshows a 1.50ad-mile radius from each station.
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