
Page 1 

Regular Board of Fire Commissioners Meeting 
May 16, 2023 

Station 91 
6:30 PM 
Agenda 

This meeting will be held in hybrid format, in-person and using Zoom video 
conferencing. The link and telephone dial-in number are provided below:  

Video Conferencing Link: https://us02web.zoom.us/j/87126044750 

Dial-In Telephone Number: (253) 215-8782 

Meeting ID 871 2604 4750 and Passcode 612614 

This meeting is being recorded, please silence or turn off your personal cell phones, pagers, etc. 

Call to Order 

Flag Salute 

Agenda Adjustments 

Consent Agenda 

• Approval of May 02, 2023 Regular Board Meeting Minutes

• Approval of May 02, 2023 Local BVFF&RO Meeting Minutes

• Approval of May 03, 2023 Strategic Planning Meeting Minutes

• Approval of Financial Transactions

• Excuse Absent Commissioner(s)

Public Input 

Correspondence 
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Staff Reports 

1. Chief Hartin

2. Assistant Chief Jacobs

3. Volunteer Firefighters Association

4. Safety Committee

Fire District Business 
1. Swearing in Captain Prasch and Firefighter Dobbins

2. SOG/Policy Format

3. Resolution #319-05162023 – Establishment of minimum set aside for general fund beginning
balance and contingency.

4. Staffing assessment and proposal.

5. Purchase Request Approval – Replace inducer motor for the apparatus bay heater at Station
91. $1,421.00.

Committee Meetings: 
1. Communication with Neighboring Elected Officials

• City of Camas, May 23, 2023 3:30 PM at City Hall – changed from July 25, 2023.

• City of Washougal, TBA

2. Risk Group, July 12, 2023 at 8:00 AM via Zoom

3. Revenue Exploratory Committee, TBA

4. East County Ambulance Advisory Board (ECAAB), TBA

5. Safety Meeting May 23, 2023 7:30 PM at station 91

Commissioner Comments 

Public Comment 

Local Board for Volunteer Firefighters and Reserve Officers 

Upcoming Meetings 

• Review of the district’s monthly event calendar
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• Regular Board Meeting will be held June 06, 2023 Station 91 at 6:30 pm – hybrid format.

• Strategic planning workshop June 07, 2023 Station 91 at 3:00 pm – hybrid format.

Executive Session 

Adjournment 
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Regular Board of Fire Commissioners Meeting 
May 02, 2023 

Station 91 
6:30 PM 

Draft Minutes 

Attendance 

Martha Martin Mike Taggart Joshua Seeds 
Sherry Petty Steve Hofmaster Ed Hartin 
Robert Jacobs Debbie Macias Station 91 Duty Crew 

Call to Order 
This meeting was conducted in hybrid in-person/video conference format. 

Chairperson Martha Martin called the meeting to order at 18:32 via Hybrid Meeting. Commissioner 
Hofmaster led the flag salute. 

Agenda Adjustments 
None 

Consent Agenda 

• Approval of April 18, 2023 Regular Board Meeting Minutes.

• Approval of April 18, 2023 Local BVFF&RO Meeting Minutes.

• Approval of Financial Transactions.

• Excuse Absent Commissioner(s)

Motion by Commissioner Taggart to approve the consent agenda, seconded by Commissioner 
Hofmaster. Motion passed unanimously. 

Public Input 
No Comments 
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East County Fire and Rescue 
Standard Operating Guidelines 

Title 
SAMPLE SOG FORMAT 

SOG # 
X.X.X 

Policy Adoption 
INSERT BOARD CHAIR SIGNATURE 

Date 
DRAFT 

Standard Operating Guideline Adoption 
INSERT FIRE CHIEF SIGNATURE 

Date 
DRAFT 

 

Rev: 0.0 Integrity ● Compassion ● Professionalism ● Equity Page 1 

Purpose 

INSERT THE PURPOSE OF THE STANDARD OPERATING GUIDELINE (INCLUSIVE OF POLICIES AND 
PROCEFURE)  

Scope 

DEFINE WHO THE STANDARD OPERATING GUIDELINE APPLIES TO. 

IDENTIFY WHAT LEGAL, REGULATORY, OR STANDARD THE STANDARD OPERATING GUIDELINE 
ADDRESSES (IF APPLICABLE) 

Policy OR POLICIES 

INSERT A CONCISE LIST  

Procedure 

INSERT PROCEDUREAL GUIDANCE (IF APPLICABLE). IF THE STANDARD OPERATING GUIDELINE SIMPLY 
PROVIDES POLICY GUIDANCE, THIS SECTION IS OMITTED. 

References 

INSERT REFERENCES USING APA FORMAT 
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X.X.X 
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RESOLUTION 319-05162023 

Page 2 

   

Martha Martin, Chairperson  Michael Taggart, Vice Chair 
   

Sherry Petty, Commissioner  Steve Hofmaster, Commissioner 
   

Joshua Seeds, Commissioner 
 

  

Attest 

   

Debbie Macias, District Secretary  
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Executive Summary 

The district endeavors to maintain shift staffing of four personnel comprised of a full-time captain along 
with full- and part-time firefighters to provide two person staffing at Stations 91 and 94. When shift 
staffing is less than four, Station 94 is closed. This results in the first due apparatus on high acuity calls 
being dispatched from the Camas Washougal Fire Department (most commonly from Station 43 in 
Washougal). In many cases, this results in increased response time. For lower acuity calls, the first due 
apparatus is from Station 91 with a dramatically increased response time. 

Due to turnover among part-time firefighters and lack of qualified applicants for these positions part-
time staffing has reduced by 50% in the last four months. As a result, the district has gone from 90th 
percentile staffing of four personnel per shift in January to two person staffing in May. Correspondingly 
availability for response from Station 94 has reduced from 96.77% in January to 57.14% in May. 

This staffing analysis proposes replacing two part-time firefighter positions with a full-time firefighter 
position with a net annual budget increase of $64,403 ($32,202 for the balance of the year). Given the 
$630,470 increase in general fund beginning balance over the last five years, the impact of this increase 
in expense for staffing would be minimal in comparison to its positive impact on service delivery 
capability. 
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The District 

East County Fire and Rescue (ECFR) serves an area serves 60 square miles of unincorporated area in 
southeast Clark County with a population of approximately 10,426 (WA OFM, 2022). The district is 
bordered on the east by Skamania County Fire District 4, to the south and west by the cities of Camas 
and Washougal, to the west by Clark County Fire District 5 (served under contract by the City of 
Vancouver Fire Department) and to the north by Clark County Fire District 3 and area with no fire 
protection district (wildland fire protection by the Washington Department of Natural Resources (WA 
DNR)). 

The district maintains four fire stations. Stations 91 and 94 are staffed with a combination of full-time, 
part-time, and volunteer personnel. Stations 92 and 93 are not currently staffed but are used for storage 
of reserve fire apparatus. 

ECFR’s 60 square mile response area is divided by the Washougal River with the largest area of the 
district served by Station 91 on the northwest side of the river and a smaller area to the southeast side 
of the river served by Station 94. There are limited bridge crossings that provide access between the 
southeast and northeast areas of the district, on Northeast Vernon Road at Washougal River Road, and 
in Washougal on Washougal River Road at North Shepherd Road, and on Evergreen Road at North 
Shepherd Road. 

Fire and rescue resources in Clark County are dispatched to high acuity (priority one and two) incidents 
based on their proximity to emergency incidents without regard to geographic boundaries. As such, 
resources from the Camas Washougal Fire Department, Vancouver Fire Department, and Clark County 
Fire District 3 are often dispatched along with East County Fire and Rescue to provide timely response of 
adequate resources. ECFR provides basic life support response to medical emergencies within the 
district along with advanced live support ambulance service from the Camas Washougal Fire 
Department.  
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Shift Staffing Model 

East County Fire and Rescue (ECFR) endeavors to maintain shift staffing of four personnel, comprised of 
a captain or member working out of class, and three firefighters. This staffing level provides two, two-
person engine companies operating out of Stations 91 and 94 to provide timely responses on either side 
of the Washougal River. Figure 1 illustrates the district’s organization and staffing. 

Figure 1. ECFR Organization and Staffing 

 

Note: The Kelly shift relief floating firefighter is administratively assigned to C Shift but works across all 
three shifts. 

Full-Time Staffing 

Authorized full-time staffing consists of three captains and six full-time firefighters assigned to each of 
the three shifts working 24 hours on and 48 hours off. This schedule results in each shift working 
approximately 10 days per month. Firefighters on the 24/48 schedule receive one Kelly shift per month 
where they are not scheduled to work (these days are scheduled by the district) to reduce their 
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workweek and minimize the impact of Fair Labor Standards Act (FLSA) overtime for the normal work 
week. One full-time firefighter is assigned to fill the shift vacancies created by Kelly shifts. 

Part-Time Staffing 

The district also has six part-time firefighter positions with two assigned to each shift. Part-time 
firefighters are scheduled to work one half of the scheduled hours of a full-time firefighter. As such, two 
part-time firefighters provide one full-time equivalent (FTE) staffing. 

Volunteer Staffing 

The district has recently implemented a volunteer firefighter training program in which volunteers work 
shifts alongside our full- and part-time personnel. However, these members are currently in training and 
do not count towards minimum staffing. 

Total Shift Staffing 

If all full- and part-time authorized positions are filled and all vacancies created by members using paid 
leave (e.g., vacation, sick leave, paid family leave), as well as vacancies created by turnover are filled by 
full-time members working overtime or part-time members working extra hours, the district can 
maintain a shift strength of four personnel. 

Level of Service 

This analysis and recommendations focus on maintaining a shift strength of four personnel, staffing two 
engine companies with two personnel each. One with a captain (or firefighter working out of class) and 
a firefighter and the other staffed with two firefighters.  

The district’s current staffing does not allow consistent staffing of Stations 91 and 94 with two personnel 
each. When shift staffing is less than four, Station 94 is closed. This results in the first due apparatus on 
high acuity calls being dispatched from the Camas Washougal Fire Department (most commonly from 
Station 43 in Washougal). In many cases, this results in increased response time. For lower acuity calls, 
the first due apparatus is from Station 91 with a dramatically increased response time. 

In addition to the number of staffed companies, it is important to understand the capabilities and 
limitations of two-person staffing. 

The foundational level of emergency service delivery is a company which is comprised of apparatus, 
equipment, and personnel. Appropriate apparatus and equipment are essential, and the district 
operates three types of fire apparatus, engines, water tenders and squads. Type one engines (such as 
Engine 91 and 94) are designed and equipped as multi-function apparatus that can respond to medical 
emergencies, rescue incidents (such as vehicle accidents), and structure fires. Squads are also multi-
function apparatus designed and equipped to respond to medical emergencies and wildland fires. Water 
tenders are primarily designed and equipped to provide water supply for all types of firefighting 
operations. 
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While apparatus and equipment are important, delivery of fire and rescue services is dependent on an 
adequate number of personnel to perform the necessary tactical and task activity to resolve emergency 
incidents. Low acuity incidents such as assisting an invalid back into bed or extinguishing a small outside 
fire can often be accomplished by an engine or squad with two-person staffing. However, higher acuity 
incidents such as a vehicle accident with injuries (particularly when complex extrication is required) and 
structure fires require considerably greater staffing and response of multiple companies. 

Staffing for emergency response includes individual company staffing and the number of companies 
required to provide an effective response force. Both are important. A standard of coverage defines 
response time requirements and the effective response force based on incident type and severity. 

Two-person engine company or squad staffing provides the ability to mitigate many low acuity calls or 
initiate critical lifesaving measures in emergency medical responses such as cardiac arrest but provides 
minimal capability to address the tactical and task level needs presented when first arriving at a high 
acuity incident such as a serious injury accident with extrication or a structure fire. 

Structure fires present a particular challenge as two personnel cannot engage in interior firefighting or 
rescue operations even when there is an imminent threat to the life safety of occupants as outlined in 
the following excerpt from the Washington Department of Labor and Industries (L&I), Washington 
Administrative Code (WAC) 296-305-05002.  

(3) In the initial stages of an incident where only one crew is operating in the hot zone at a 
working structural fire, a minimum of four individuals must be required, consisting of two 
individuals working as a crew in the hot zone and two individuals present outside the hot zone 
available for assistance or rescue of firefighters during emergency operations where entry into 
the hot zone is required. 

(4) Initial attack operations must be organized to ensure that if, on arrival at the emergency 
scene, responders find a known rescue situation where immediate action could [emphasis 
added] prevent the loss of life or serious injury, such action must only be permitted when no 
less than three personnel (2-in/1-out) are present and equipped to provide emergency 
assistance or rescue of the team entering the hot zone. 

No exception must be allowed when there is no possibility to save lives or no "known" viable 
victims.  

(5) Firefighters must not engage in interior structural firefighting in the absence of at least two 
standby firefighters (2-in/2-out) except as provided in WAC 296-305-05002(4). 

With two-person staffing the tactical options available to the first arriving engine at a structure fire are 
limited to exterior operations for fire control or exposure protection. Rescue of occupants can only be 
performed if they can be assisted from the exterior of the building (e.g., rescue over a ladder or assisting 
from a ground floor window). Once additional units arrive, operations may shift to offensive, interior fire 
control and search if fire conditions and structural stability permit. 
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Effective incident mitigation is dependent on adequate apparatus, equipment, and staffing along with 
timely response. In many cases rapid response with two-person staffing can have a positive impact on 
incident outcome, but there are significant limitations as to what a two-person company can do.  
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Current Staffing Analysis 

In January 2023, district staffing was at full strength. However, over the next four months, part-time 
staffing fell to 50% (three part-time firefighters) and one of those part-time firefighters was completing 
initial orientation and training, leaving two part-time firefighters working on shift. This created a shift 
vacancy that would need to be filled with personnel working extra hours (overtime for full-time 
personnel) 66% of the time. While the part-time firefighter in training will be available for shift coverage 
by the end of May, it is likely that another part-time firefighter will resign to accept a full-time position 
with a neighboring agency. The district has been successful in recruiting one additional part-time 
firefighter who will being training within the next month, but this still leaves the district at 50% of 
authorized part-time staffing. 

Part-time turnover is endemic to fire and rescue agencies using part-time staffing. This is exacerbated by 
the ongoing recruitment of full-time firefighters by neighboring agencies in Washington and Oregon. It is 
likely that over 100 full-time firefighters will be hired in Clark County, Washington over the next 12 
months (estimate by Clark County Fire Chiefs). In addition, a larger number of full-time firefighters (likely 
more than 200) will be hired in the Portland, Oregon metropolitan area within the same timeframe. This 
will continue to impact the district’s ability to recruit and retain (for a reasonable duration) part-time 
firefighters. 

The district’s staffing model is fragile, being impacted by multiple interrelated factors: 

 Authorized strength is the minimum required to maintain for person shift staffing if full-time 
staff work overtime and part-time staff work additional hours to fill vacancies resulting from use 
of paid leave. 

 Current staffing provides no redundancies to address shift vacancies resulting from full- and 
part-time turnover or unplanned use of paid family leave. 

 Despite members working excessive overtime hours (72 or 96-hour duration of shiftwork is not 
uncommon), shifts remain uncovered. Existing staff do not have the capacity to work the shifts 
needing coverage. 

 The number of full-time firefighters that have been and will continue to be hired by other 
agencies in the region makes recruitment of part-time firefighters to fill existing and future 
vacancies difficult. 

 While the district pays similar wages for part-time firefighters as comparable districts using part-
time staffing, other employment alternatives (such as working at a fast-food restaurant) pay 
higher wages. 

Impact on Service Delivery 

As illustrated in Figure 1, the 90th percentile shift staffing has decreased from four in January to two in 
April and May (to date). Availability from Station 94 for response to emergency incidents has similarly 
reduced from 96.77% in January to 57.14% to date in May. 
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Figure 2, 90th Percentile Shift Staffing and Station 94 Availability for Response 

 

Table 1. Incidents Impacted by Lack of Staffing at Station 94 

Date & Time FMZ Priority Event Type First Due 

4/22/2023 05:31:30 PM 94 3 TRAFFIC/TRANSPORTATION ACCIDENTS E91 

4/23/2023 05:29:26 PM 95 2 UNKNOWN PROBLEM E43 

4/26/2023 10:14:51 AM 95 1 UNCONSCIOUS / FAINTING EPISODE E43 

4/28/2023 09:01:39 AM 94 5 ALARMS E91 

4/28/2023 12:15:37 PM 94 5 OUTSIDE [Fire] E91 

4/28/2023 07:38:29 PM 95 2 OUTSIDE [Fire] E43 

4/30/2023 11:39:20 AM 94 3 FALLS SQ91 

4/30/2023 11:56:40 PM 94 3 SEIZURE SQ91 

5/2/2023 11:24:35 AM 95 5 PUBLIC ASSIST/Service Call C91 

5/2/2023 08:27:10 PM 96 1 STRUCTURE FIRE E91 

5/3/2023 07:23:04 PM 94 5 ABDOMINAL PAIN SQ91 

5/5/2023 08:47:51 AM 95 2 SEIZURE E41 

5/6/2023 07:01:54 AM 94 3 FALLS SQ91 

5/6/2023 08:54:41 PM 94 2 UNCONSCIOUS / FAINTING EPISODE SQ91 

5/9/2023 12:40:35 PM 95 5 UNKNOWN PROBLEM SQ91 

5/9/2023 02:23:38 PM 95 5 TRAUMATIC INJURY SQ91 

5/9/2023 05:00:05 PM 94 2 HEMORRHAGE/LACERATIONS E43 

5/12/2023 12:47:34 PM 94 3 TRAFFIC/TRANSPORTATION ACCIDENTS E91 
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As illustrated in Table 1, from April 1, 2023, through May 12, 2023, 18 incidents were impacted by lack 
of staffing at Station 94. In each of these incidents, response time, time to achieve an effective response 
force, or both was increased by the need for resources from Station 91 or Camas Washougal Fire 
Department to respond to an incident where Engine 94 would have ordinarily responded. Seven of these 
responses were priority one or two (high acuity) incidents. Figure 2 illustrates the distribution of 
incidents impacted by lack of staffing at Station 94 by priority (one through five). 

Figure 3. Distribution of Calls Impacted by Lack of Staffing at Station 94 

 

Current Staffing-A Financial Perspective 

Examination of current staffing from a financial perspective provides a starting point for examination of 
the district’s current staffing model.  

Fully Loaded Cost 
Wages are only one component of the cost of maintaining the staffing required for shift coverage. The 
fully loaded cost for full- and part-time firefighters includes their wages, benefits, and the expense of 
maintaining coverage when members use paid leave. 

Table 2 details the fully loaded cost for full-time firefighters from Class 4 (probationary employees) 
through Class 1 (top step). This cost is inclusive of wages, benefits (i.e., law enforcement officers and 
firefighters (LEOFF) retirement, medical/dental insurance, health savings account, Medicare), and the 
cost of covering paid leave with overtime. Leave coverage expense for full-time firefighters is calculated 
at the weighted mean overtime rate for full-time firefighters and captains as they have the first option 
of covering these vacancies. The actual cost of leave coverage is slightly less as some of these vacant 
shifts are covered by part-time firefighters (when no full-time member is available). 
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Table 2. Fully Loaded Cost of Class 1 through 4 Firefighters 

Expense Class 4 Class 3 Class 2 Class 1 

Base Wages $72,537.92 $76,828.08 $81,091.92 $85,329.44 

Disability & Life Insurance $60.00 $60.00 $60.00 $60.00 

Deferred Compensation $1,450.76 $1,536.56 $1,621.84 $1,706.59 

LEOFF Retirement $3,844.51 $4,071.89 $4,297.87 $4,522.46 

Medical/Dental Insurance $23,421.96 $23,421.96 $23,421.96 $23,421.96 

Health Reserve Account (HRA) $1,000.00 $1,000.00 $1,000.00 $1,000.00 

Medicare $1,051.80 $1,114.01 $1,175.83 $1,237.28 

L &I Workers Compensation $4,394.52 $4,394.52 $4,394.52 $4,394.52 

Unemployment $1,299.50 $1,299.50 $1,299.50 $1,299.50 

Disability $1,088.07 $1,152.42 $1,216.38 $1,279.94 

Paid Leave Coverage (Vacation & Sick) $27,594.60 $27,594.60 $27,594.60 $27,594.60 

Fully Loaded Cost $137,743.64 $142,473.54 $147,174.42 $151,846.29 

Leave coverage expense for full-time firefighters is calculated at the weighted mean overtime rate for 
full-time firefighters as they have the first option of covering these vacancies. The actual cost of leave 
coverage may be somewhat lower as some of these vacant shifts are covered by part-time firefighters 
(when no full-time member is available). 

Table 3 details the fully loaded cost per full-time equivalent (FTE) for part-time firefighters. Two part-
time firefighters are required to maintain one FTE. Table 3 illustrates the annual cost for two part-time 
firefighters (allowing an apples-to-apples comparison between full- and part-time FTE. Part-time 
firefighters’ compensation is determined by their basic qualifications without regard for years of service. 
Wages identified in Table 3 are based on the highest hourly rate for part-time firefighters which is 
$18.48 for 1533 annual work hours. 

Table 3. Fully Loaded Cost for Part-Time Firefighters (Per FTE) 

Wages & Benefits 1 FTE (2 PT FF) 

Base Wages $56,750.34  

PERS Retirement $5,890.12  

Medicare $822.00  

Social Security $3,514.80  

L & I Workers Compensation $5,119.14  

Disability $1,303.88  

Paid Leave (Sick) Coverage $1,417.44  

Fully Loaded Cost $73,340.30  

50



EAST COUNTY FIRE AND RESCUE STAFFING ASSESSMENT 

REV: 1.0 Integrity ● Compassion ● Professionalism ● Equity Page 11 

Leave coverage expense for part-time firefighters is calculated at the hourly rate for part-time 
firefighters as they have the first option of covering these vacancies. The actual cost of leave coverage is 
considerably higher as some of these vacant shifts are covered by full-time firefighters (when no part-
time member is available). 

Figure 4 graphically illustrates the difference in fully loaded labor cost for full-time firefighters and part-
time firefighters. 

Figure 4. Fully Loaded Annual Cost of Full-Time and Part-Time Firefighters 

 

As illustrated, the district’s use of part-time staffing has historically provided a cost-effective method to 
provide two-person staffing at Stations 91 and 94. However, the missing component in this financial 
analysis is the impact on turnover. Part-time vacancies and the unavailability of part-time staff for shift 
coverage during their orientation and training result in an increase in overtime expense for shift 
coverage. 

Overtime 
When fully staffed (all full- and part-time positions filled), the district has the minimum number of 
personnel assigned to each of three shifts to staff Stations 91 and 94 with two personnel. However, 
vacancies are created when members use paid leave (sick, vacation, paid family medical leave). This 
necessitates hiring back full-or part-time personnel to maintain the minimum staffing level of four 
personnel on shift. 

Based on leave accrual rates identified in the collective bargaining agreement between the district and 
Local 2444 International Association of Firefighters (IAFF) and current seniority, full-time staff accrue a 
total of 2160 hours of sick leave and an average of 2640 hours (annual accrual increases with seniority) 
of vacation annually. This results in a potential shift coverage requirement of 4800 hours. In addition, 
members are eligible for paid family medical leave (in addition to other paid leave). Given the 
demographics of our workforce, this is frequently used following the birth of a child. Part-time 
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firefighters to not receive vacation leave benefits but do accrue one hour of paid sick leave per 40 hours 
worked consistent with Chapter 49.46 Revised Code of Washington (RCW) and Chapter 296-128 
Washington Administrative Code (WAC). Table 4 illustrates annual leave use by full- and part-time 
members over the last three years. 

Table 4. Annual Leave Use 2020 through 2022 

Type of Leave 2020 2021 2022 

Vacation 2332 2910 2359 

Sick 2048 2832 2368 

Other 69 691 342 

Total Leave Use 4449 6433 5068 

The district budgets for anticipated overtime requirements based on vacation and sick leave accruals 
and historical vacation and sick leave use. The district has not typically budgeted for overtime to fill 
vacancies resulting from turnover, illness or injury resulting in extended leave use, or paid family 
medical leave. 

In 2023 the district budgeted $1,051,775 for full- and part-time wages and $230,000 for overtime. 
Budgeted overtime is 21.87% of budgeted wages, while higher than many other agencies, the district’s 
staffing model of using full- and part-time personnel to maintain shift staffing has been cost effective, 
historically providing a higher level of staffing at lower cost than other possible approaches to 
maintaining shift staffing. 

There are essentially two ways of maintaining minimum shift staffing, 1) hiring back full-or part-time 
personnel to fill vacant shifts or 2) increasing staffing above the minimum to fill shift vacancies without 
incurring overtime expense. Elected officials and fire chiefs often wrestle with the question of which of 
these options is best. The answer depends on the criteria used to evaluate the options. Potential criteria 
include: 

 Minimizing overtime cost. 

 Maximizing total cost of personal services (base wages, overtime, and benefits) 

 Maximizing the reliability of staffing the required number of positions 

 Minimizing the adverse impact of additional work hours on employees 

Kelly Shifts: East County Fire and Rescue’s use of Kelly relief floating1 firefighter position to work the 
Kelly shifts of firefighters and captains assigned to the 24/48 shift schedule provides an example of 
increasing staffing to fill shift vacancies without the use of overtime. 

                                                           

1 The term floating refers to the fact that the firefighter is not assigned to a single shift, but floats across all three 
shifts to cover vacancies created by full-time firefighters and captains Kelly shifts. 
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Kelly shifts are not leave but serve to reduce the number of hours in the work week and minimize the 
impact of Fair Labor Standard Act (FLSA) overtime requirements for a firefighter’s or captain’s standard 
work week). However, like leave, Kelly shifts result in a shift vacancy that needs to be filled to maintain 
minimum staffing.  

As illustrated in Figure 5 cost of using a Kelly relief firefighter to fill the 9 vacancies per month created by 
the Kelly shifts for the nine full-time staff assigned to the 24-hour shift schedule is higher than simply 
paying overtime to fill these vacancies. 

Figure 5, Kelly Relief Firefighter Cost vs Overtime 

 

The use of a Kelly relief floating firefighter reduces overtime by $124,183 per year. This looks good from 
the criteria of reducing overtime expense. However, the fully loaded cost for the Kelly relief floating 
firefighter ranges from $137,734 to $151,846 depending on their seniority and qualifications (classes 
one through four in the firefighter salary schedule). From the total personal services cost, it appears that 
the use of overtime to fill Kelly shifts would be more advantageous to the district. However, the actual 
answer is more complex.  

Kelly shifts are used to reduce the firefighters and captains work week, increasing the firefighters hourly 
pay rate and minimizing overtime costs related to the regular 24/48 shift work schedule. Use of 
overtime to fill Kelly shifts redistributes the workload and results in overtime at a higher rate of pay. The 
use of overtime to fill Kelly shifts also impacts operational effectiveness when personnel are unable or 
unwilling to work all the overtime required to maintain staffing.  

While having a higher cost than use of overtime, the use of a Kelly relief floating firefighter providing 
scheduled, non-overtime coverage for Kelly shifts, reduces overtime demand, likely increasing overall 
staffing (as unfilled shifts are avoided). This provides an overall benefit to the district, making this option 
for filling vacancies created by Kelly shifts an appropriate choice. 
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Paid Leave Vacancies: Based on the collective bargaining agreement between the district and Local 
2444 International Association of Firefighters, full-time firefighters and captains have the first option to 
fill full-time member vacancies (e.g., by use of vacation or sick leave). Increasing shift staffing above the 
four-person minimum (e.g., five or six full-time personnel per shift to maintain a minimum of four) 
would reduce, but not eliminate the need for overtime to fill these vacancies. However, if this was 
accomplished using full-time personnel, the expense would far exceed the overtime cost of filling these 
vacancies. As with the Kelly relief floating firefighter, there would be other advantages to increased 
staffing, requiring assessment of operational benefits as well as expense. 

Part-Time Turnover: As the district is dependent on six part-time positions to maintain four-person shift 
staffing, vacancies created by turnover need to be filled. Part-time staff have the first option to fill these 
vacancies. However, the ability of part-time firefighters to work additional hours is limited by their need 
to work one or more additional jobs outside their employment with the district to make a living. When 
these vacancies cannot be filled with a part-time member, full-time staff fill the vacancy when they are 
willing and able to work overtime. This dramatically increases the cost of providing shift staffing. Figure 
X illustrates the differential in expense between filling one full-time equivalent (FTE) with two part-time 
firefighters versus paying overtime to full-time firefighters to fill that FTE. 

Figure 6. Annual Cost of an FTE Filled by Part-Time Firefighters vs Full-Time Firefighter Overtime 

 

Use of overtime to fill vacancies created by part-time turnover dramatically increases overtime expense 
as well as overall expense for personal services. In addition, this increased workload demand decreases 
reliability of staffing as it is often impossible to fill these shifts with overtime, resulting in decreased shift 
staffing. 
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Mandatory Overtime 
While mandatory overtime seems like a simple solution to fill vacancies on an as needed basis, it is 
fraught with issues. Mandatory overtime frequently results in members who are at work (the captive 
audience) being forced to work additional shifts in succession. Increased successive work hours are 
associated with increased stress, poor decision-making, accidents, and injuries. In addition, mandatory 
overtime generally results in a negative impact on morale and productivity. Within Washington state, 
there are legal protections for members use of sick leave for illness, injury, or to care for family 
members. This presents a secondary issue related to mandatory overtime in that members can avoid an 
order back if they are sick or need to care for family members.  

Impact of Excessive Overtime 
Excessive overtime results in reduction of work/life balance, increased stress, and adverse health effects 
(Wong, Chan, & Ngan, 2019). Research by Abbot on fire service mayday incidents also indicates that 
maydays2 occurred disproportionately with increased consecutive work hours (this study limited 
examination of impact up to 48 hours of continuous work). 

The district’s limited staff already work a large amount of overtime, which raises concern regarding the 
sustainability of this workload and potential adverse impact on our members. Increased overtime and 
further loss of work/life balance would have a serious impact on East County Fire and Rescue’s members 
and as a result our service to the community. 

                                                           

2 A mayday is defined as a firefighter being unable to safely exit the hazard zone. Examples would include (but are 
not limited to) becoming lost or disoriented, trapped in a collapse or by rapid fire progression, or suffering a 
medical emergency. 
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Improving Service Delivery 

As outlined in the preceding sections of this document, the district’s current staffing model is fragile. 
Maintaining shift staffing using six part-time firefighters is not sustainable due to the number of full-time 
firefighters being hired in the region. Excessive turnover and the lack of an adequate number of 
qualified candidates has resulted in the district facing a part-time staffing level that is half its authorized 
strength. As a result, the district’s current staffing does not allow consistent staffing of Stations 91 and 
94 with two personnel each resulting in closure of Station 94 when shift staffing is less than four. 

The Answer is Simple (But Not Easy) 

Improving the district’s service delivery levels requires an increase in staffing. Increasing full-time shift 
staffing from three to four would mitigate the impact of part-time firefighter turnover and inability to 
attract an adequate number of qualified part-time firefighters to maintain four-person shift staffing. This 
would require hiring three additional full-time firefighters. However, adding three full-time staff would 
incur a fully loaded cost of $454,623 in the first year and would increase to $496,931 over a four-year 
period as new full-time firefighters progressed through the step program from 4th class firefighter to 1st 
class firefighter. The net cost of adding three additional personnel could be offset by a $220,021 savings 
if the district eliminated the six part-time firefighter positions currently use to maintain shift staffing, 
resulting in a net increase of between $234,602 and $276,910 over the first four years. 
If it were possible to maintain part-time staffing as well as increasing full-time shift staffing from three 
to four would potentially improve operational capability and would mitigate some of the expense of 
maintaining four-person shift staffing (as there would potentially be a fifth full-time equivalent (FTE) 
assigned to each shift). In addition, strengthening the district’s volunteer program and potentially use of 
interns may further improve operational capability. However, the district would continue to face the 
challenges presented by turnover. 

Iterative, Incremental, Decision-Making 

The immediate question is how to improve the consistency of four-person shift staffing with the 
district’s current fiscal resources. A second question is how to further improve service delivery levels 
while addressing the district’s apparatus, equipment, and facility needs. 

Initial Step 
Replace two part-time firefighter positions with one full-time position. While this increases annual 
expense for full time wages and benefits by $137,744, this increase would be offset by eliminating the 
two part-time firefighter positions, resulting in an annual savings of $73,340. As such, this staffing 
change would result in a net increase in annual expense of $64,403. Incrementally increasing full-time 
staffing by adding one position in the current year would have a positive impact on the 90th percentile 
staffing level and availability for response from Station 94. 

This staffing change would result in the district maintaining four part-time firefighter positions. Two 
part-time firefighter positions would be assigned to two shifts with the additional full-time firefighter 
assigned to the third shift as illustrated in Figure 7. 
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Figure 7. Proposed Phase 1 Shift Staffing Model 

 

If possible, the district will fill the four part-time firefighter positions and maintain a floating part-time 
firefighter who is not assigned to the regular shift rotation, but who can be used to fill part-time 
vacancies and will be ready to move into a shift assignment when one becomes available. This will 
reduce the lag time required for orientation and training (frequently taking a month) when a new part-
time firefighter is on the payroll but not available to fill shifts. 

Next Steps 
The next step in the iterative, incremental, decision-making process to improve staffing and service 
delivery levels is to complete the district’s long-term financial plan. Completion of this plan will allow a 
comprehensive look at the district’s financial position and the actions necessary to address operational 
and capital requirements inclusive of increasing full-time shift staffing to four personnel supported by 
part-time and/or on-duty volunteer personnel. 

Figure 8. Proposed Phase 2 Shift Staffing Model 
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Use of part-time and/or on-duty volunteer personnel as illustrated in Figure 8 augments the four full-
time personnel assigned to each shift. Depending on the qualifications of the part-time or volunteer 
personnel they may be used as part of the minimum staffing or may simply augment the on-duty full-
time personnel providing a higher level of shift staffing. For example, a firefighter/emergency medical 
technician who is not a fire apparatus driver/operator can be the third person on an engine but would 
not be able to fill the apparatus operator or company officer/senior firefighter roles. 
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Fiscal Impact 

Improving the district’s ability to provide services to the community is important but must be affordable, 
necessitating consideration of both short and long term impacts of financial decisions. Development of 
the district’s maintenance and operations budget is an example of short-term financial planning. Short 
term plans consider current revenue and expenses while maintaining an awareness of the longer term 
implications of the district’s current financial decisions. Long term financial planning involves financial 
forecasting and strategizing how to meet both current and future needs of the community. This planning 
process requires projecting revenues and expenditures over a long-term period, using assumptions 
about economic conditions, future spending scenarios, and other salient variables. 

While this assessment focuses on staffing, it is essential to also examine the fiscal impact of current and 
proposed staffing models. Additional detail will be provided as the district completes its long-term 
financial plan, but this back of the napkin examination of fiscal impact will provide a sound foundation 
for making initial decisions regarding improvements in staffing and operational performance. 

Key Considerations 

The following key considerations impact examination of the fiscal impact of the current and proposed 
staffing models. 

 In Washington state, taxing districts have a one percent limit on the amount an individual taxing 
district can increase the property tax levy (total amount of taxes) each year. However, the taxing 
district can also levy taxes on property that was added to the tax rolls in the prior year 
(Washington State Constitution Amendment 95 Article 7 Section 2). 

 Fire districts in Washington state have a maximum regular property tax rate of $1.50/$1000 of 
assessed value (AV) (RCW 52.16.130, 140, 160). Given the constitutional limitation on increases 
in tax revenue, the district’s levy rate fluctuates based on assessed valuation. As assessed 
valuation goes up, the levy rate goes down and if assessed valuation goes down the levy rate 
goes up until it reaches the statutory maximum of $1.50/$1000 AV. 

 Given the constitutional limitation on increases in tax revenue as well as the current and 
historical levels of inflation (Washington Economic and Revenue Forecast Council, 2023 & 
United States Bureau of Labor Statistics, 2023), it is a near certainty that fire district operational 
expenses will increase faster than revenue. 

 The district is obligated to maintain a balanced budget. Appropriations are limited to the total of 
estimated revenues and the unencumbered fund balances estimated to be available at the close 
of the current fiscal year. At the fund level, a balanced budget is defined as funds total resources 
comprised of beginning fund balance, revenues, and other funds are equal to the total of 
expenditures, other fund use, and the funds ending balance (RCW 52.16.070). 

 Each of the districts funds (e.g., apparatus replacement, equipment replacement, facilities, 
compensated absences) has a beginning fund balance that equals the ending fund balance from 
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the previous year. Changes in fund balance (increasing or decreasing) are important financial 
indicators. 

 If general fund revenues exceed general fund expenditures and transfers from the general fund 
to other funds the district has a positive cash flow and the beginning fund balance will increase. 
If general fund revenues are less than general fund expenditures and transfers from the general 
fund to other funds, the district has a negative cash flow and the beginning fund balance will 
decrease. 

 The district should establish a formal policy on the level of unrestricted fund balance that should 
be maintained in the general fund for budgetary purposes (GFOA, 2015). A proposed resolution 
was submitted to the board on May 16, 2023 to establish a general fund set aside in the amount 
of 38% of budgeted general fund expenditures (inclusive of a 5% general fund contingency). 

Figure 9 provides an example of the relationship between revenue, expense, general fund beginning 
balance, and the minimum general fund beginning balance. Important! This graph does not represent 
East County Fire and Rescue’s financial position, but simply illustrates the relationships between these 
variables. 

Figure 9. Cash Flow Illustration 

 

As illustrated in Figure 9, when expense exceeds revenue, this creates a negative cash flow, reducing the 
beginning fund balance. Passage of a lid lift, increases revenue returning a positive cash flow which in 
turn increases the beginning fund balance. Importantly, the general fund beginning balance remains 
above the specified minimum level of 38% of budgeted expense. 

Back of the Napkin 

While making long-term decisions regarding additional staffing requires completion of the district’s long-
term financial plan, an interim decision to increase full-time staffing by one full-time firefighter in order 
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to address the current challenges in maintaining four-person shift staffing and availability of response 
from Station 94 can be informed by examination of cash flow and the general fund beginning balance 
along with the expense of proposed staffing changes. 

Cash Flow and Beginning Balance 
 

Figure 10. General Fund Cash Flow and Beginning Balance 

  

General Fund Cash Flow General Fund Beginning Balance 

Fiscal Impact of Recommended Staffing Changes 
As previously discussed the proposed addition of one full-time firefighter to replace two part-time 
firefighter positions would result in a net annual increase in the district budget of $64,403 ($32,202 for 
the balance of the year). Given the $630,470 increase in general fund beginning balance over the last 
five years, the impact of this increase in expense for staffing would be minimal in comparison to its 
positive impact on service delivery capability. 

Other Financial Considerations 
The district does not currently have a capital replacement plan addressing apparatus, equipment, and 
facilities. Preliminary assessment of capital projects fund balances (apparatus replacement, equipment 
replacement, and facilities funds) indicate that the district has significant capital projects requirements, 
but had not yet adequately funded these funds. Development of a capital projects plan in conjunction 
with long-term financial planning will undoubtedly identify the need to increase transfers from the 
general fund to capital projects fund in addition to maintaining an adequate balance in the general fund 
to address operational requirements. 

The district’s approximate levy rate in 2024 will likely be $1.00/$1000 of assessed valuation. This 
reduction in levy rate along with the financial needs of the district point to the need to present a lid lift 
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to the voters. The timing and amount of a levy lid lift must be considered in relation to the district’s long 
term financial plan, but this decision should likely be made by November of 2023 to allow sufficient time 
for public communication prior to the election. 
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