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1. Executive Summary

Tim Pley & Associates Ltd. (“TPA” or the “Consultants”) were engaged by the Regional District
of North Okanagan (the “RDNO”) to work with RNDO stakeholders to develop a Fire Services
Strategic Plan (the “Strategic Plan”) covering its three fire departments — BX Swan Lake, Lumby
and District, and Silver Star Village (collectively, the “Departments”). That process included
reviewing the RDNO'’s progress to date on implementing recommendations from a previous
third party report, reviewing a series of background documents and materials provided by the
RDNO, and engaging with a range of stakeholders.! The stakeholders with whom the
Consultants engaged included fire chiefs, fire department officers and firefighters, RDNO senior
managers, RDNO Protective Services department personnel, RDNO electoral area directors,
and one fire chief from a neighbouring jurisdiction.

Stakeholder engagement sessions were undertaken as much as was possible by way of in-
person meetings. Department sessions followed a standardized meeting format. Input from the
meetings was developed into a SWOT Analysis that assessed the current strengths,
weaknesses, opportunities and threats facing the Departments and the RDNO’s approach to fire
protection service delivery. Understandably, the input varied depending on the role of each
participant in the delivery of fire protection services. Notwithstanding that variance, the
consolidated SWOT Analysis reflects stakeholder high level perception of current and future
issues related to the fire services in the RDNO.

Each of the RDNO'’s three Departments is unique in terms of culture and history, having
developed in ways that reflect the risks specific to their communities. At the same time, there
are also commonalities across the Departments. Each Department is well-led by a long-serving
fire chief. Each Department faces similar sector-wide challenges related to the recruitment and
retention of firefighters, the problem of increasing administrative workloads, and the challenge of
training paid-on-call (“POC”) firefighters.? Each Department is also having to manage a
significant increase in the number of calls for service, driven primarily by an increase in calls to
support BC Emergency Health Services (BC Ambulance).

The RDNO has been proactive in supporting its fire services. It retained a third party in 2016 to
undertake a Fire Service Training and Administrative Review report® and many of the
recommendations from that report have been implemented. A summary of those
recommendations and implementation status is included in Appendix 1 of this report. Like some
other regional districts, the RDNO has staffed a centralized, Protective Services department to
support its Departments and their part-time Fire Chiefs. The Protective Services department

1 Stakeholders with whom the Consultants engaged are listed in Appendix 3 to this report.

2 RDNO firefighters typically receive some remuneration for training and responding to emergency
incidents, and are properly categorized as paid-on-call firefighters. They are paid for some of their
services, and for other Department-related services they volunteer their time. The paid-on-call/volunteer
firefighter model is the most common form used in delivery of fire protection services in British Columbia.

3 RDNO Fire Service Training and Administration Review, Dave Mitchell & Associates Ltd., 2016.
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provides centralized administrative support and coordination of the Departments, and
undertakes a range of the Departments’ administrative work.

The RDNO is continuing its proactive approach to the delivery of fire protection services by
developing a Strategic Plan that identifies emerging opportunities and threats. The aim of this
project has been to identify existing and anticipated issues that present challenges to the
operation and management of the Departments and their continued delivery of safe and
effective emergency response services to the public. Recommendations have been developed
to help guide the RDNO to respond to such issues over the short, medium, and long-term. This
report considers trigger points for matters that might be addressed by the RDNO in the future.

The RDNO is still developing and improving its existing centralized fire administration model.
This is to be expected given that some of the staff positions and roles are relatively new, and
Fire Departments are adjusting to regulatory and operational structure changes. The RDNO
appears to be on a positive path in refining the operation of its Protective Services department.
Department stakeholders consistently expressed appreciation for the professionalism of, and
support provided by, RDNO Protective Services staff.

The Fire Chiefs are also adjusting to this relatively new organizational structure, along with the
accompanying new practices and the opportunities afforded to the Departments by the
availability of centralized, professional resources. Historically, the Departments’ Fire Chiefs
operated relatively independently of the RDNO, an approach which is now shifting. The
Consultants observed a general willingness among RDNO Fire Chiefs to work with the RDNO
Protective Services department, though the new reporting lines and obligations are taking some
time to assimilate. The RDNO’s general approach is on the right path, and over time, the
interactions will continue to improve as groups develop more comfortable working relationships.

Over the next five-year period and beyond, the RDNO can expect to face two general threats to
the effectiveness of the current service delivery model. The first will come from succession
planning and the impact of leadership changes, as long-serving Fire Chiefs retire or move on
from their current roles. Organizations often stumble while transitioning from long-serving
leaders to new ones. The RDNO has an opportunity to begin planning and acting now for those
impending changes in leadership, engaging current leaders in helping to smooth the inevitable
transitions.

The second general area of challenge is related to preserving the POC service delivery model.
Several change drivers addressed in this report can be expected to increase pressure on this
model, threatening its continued success. Most importantly, should the number of calls for
service continue to rise, that will challenge the sustainability of the current POC model. The
RDNO should begin to regularly analyze Department call volumes and use the tools available to
a local government to limit the number of calls for service (e.g., limiting medical first responder,
specialty services, and false alarms) to better manage Department workloads and reduce
pressure on the POC model.

There are some specific issues that require immediate action by the RDNO, and some issues
for which the RDNO should begin to plan for future initiatives. Perhaps the most pressing
matter is the critically low number of firefighters in the Silver Star Fire Department (“Silver Star”).

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 2



Low membership numbers at Silver Star adversely impact that Department’s ability to train, and
to respond safely and effectively to structure fires. If not reversed, this may lead to a drop in the
Department’s Fire Underwriters’ rating, with a consequent negative impact on insurance rates
for property owners. Despite best efforts by Department members and officers, Silver Star has
not been able to recruit an adequate number of firefighters. While recruitment efforts are
continuing, the stakeholders expressed that they do not think that there are many prospects for
improvement. As a result, this report includes a recommendation that the RDNO consolidate
Silver Star with the BX Swan Lake Fire Department (“BX Swan Lake”) using a phased
approach. This consolidation will begin to address the current Silver Star staffing issues and
enable a robust, consolidated department to continue to provide service into the future.

Consolidation of two long-established fire departments into one is no easy undertaking and the
related change management work should not be underestimated. Communities and service
providers will likely have concerns and questions. The RDNO should undertake an engagement
process that begins with members of the affected Departments and includes working with
Electoral Area Directors to engage the affected communities. Communication and transparency
will be key to success in this endeavour.

The RDNO does not currently utilize full-time paid Fire Chiefs. It is a fairly common evolution to
move from stipend-compensated* Fire Chiefs to part-time, and then to full-time (career)
positions, as a local fire service grows and its administrative requirements exceed allocated
administration time. The RDNO has not had to make that transition yet in part because of the
effective centralized support provided through Protective Services (which has reduced some of
the administrative burdens on the Fire Chiefs), and in part because of the stability derived from
having three experienced, long-serving part-time Fire Chiefs who continue to be effective in their
roles. The RDNO cannot avoid some of the increased administrative work and complexity
falling to the Fire Chiefs. When the incumbents in the fire chief roles decide to retire or
discontinue in their current fire chief roles, the RDNO will not likely be able to replace them with
qualified and experienced candidates unless full-time compensation is provided that is
competitive with that being offered by other local governments. This report recommends the
transition to a full-time paid fire chief position to lead the consolidated Silver Star/BX Swan Lake
fire department, and another full-time paid fire chief position for the Lumby and District Fire
Department (“Lumby”) in the future.

The transition to full-time paid fire chief positions could support the expected requirements in the
new Fire Safety Act related to conducting fire investigations and could also enable improved
performance in developing and maintaining pre-fire plans of complex buildings, a mandatory
requirement for fire departments operating at the level of the RDNO departments.®

4 The RDNO and its chiefs use the term “base” pay rather than “stipend.” The RDNO currently utilizes a
base pay and hourly pay compensation model for its fire chiefs

5 Lumby, Silver Star and BX Swan Lake have existing pre-fire plans that will require
maintenance/updating. One or more of the Departments require some new pre-fire plans to be created
and subsequently maintained. These responsibilities could form part of the paid fire chief positions. Pre-
fire planning is a best practice, is a requirement of the Interior Operations level of fire service, and is best
accomplished in concert with regular fire inspections.
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Eventually the incumbent fire chiefs will retire or move on from their current roles. When that
happens, there will be considerable change leadership work to be done. The RDNO should
prepare for this anticipated change leadership work by seeking to secure two of the current fire
department leaders to help begin the transition work, smoothing changes over a longer period of
time.

The matters of compensation, fairness and inclusion were central themes during engagements
with Department members. This is an area where the RDNO will need to be proactive. Issues
around compensation can materially impact both recruitment and retention, as well as morale.
As the RDNO has centralized fire administrative processes, the firefighters have been feeling
their way through a transition from being members of distinctly separate fire departments to an
awareness that they are employees of the RDNO, who are assigned to a specific RDNO
Department. The distinction might seem inconsequential to an external observer, but it is
central to the needs of firefighters that they belong to a team and to know the extent of that
team, and that their team has a clearly defined leader. While some of the views from firefighters
on this matter may appear to be overstated, they do reflect underlying concerns, if not fears.
Understanding the concerns of firefighters over their team-related needs may also help external
observers to understand other concerns expressed by the firefighters.

Societal changes are affecting the POC/Volunteer sector across the province. Regulatory
changes have also had an effect, increasing administrative workloads for Department members.
Many RDNO firefighters noted that they volunteer a considerable amount of time in their
Departments, performing tasks in respect of which they are not (and do not expect to be)
compensated. However, for fundamental work — such as training, essential administrative work,
or responding to emergencies — they expressed a desire to be compensated at hourly wage
rates that are comparable with their other employment and/or compensation paid to other
RDNO employees. This approach, if adopted, would represent a change from the current
compensation model.

Other matters that currently affect the RDNO’s fire services include deployments of RDNO
resources outside of the established service areas during wildfire season, the effects of
densification in the service areas, and the expansion of municipal boundaries into RDNO
service areas. This report identifies these issues and makes recommendations for approaches
to deal with such matters.

As the provision of fire protection services becomes increasingly complex and related costs
continue to rise, sub-regional approaches to resource allocation become more attractive. The
North Okanagan is firefighting resource-rich compared to many other areas in the province. As
such, the RDNO has opportunities to improve functional consolidation of firefighting resources
with its neighbours and, in the process, bolster the level of fire protection service while
controlling costs. The RDNO should work with area municipal governments to assess the
potential for enhanced partnering opportunities.

RDNO staff and elected officials, as well as the Department officers and firefighters with whom
the Consultants worked over the course of this project were consistently professional, courteous
and focused on maintaining or improving service delivery. Without exception, the individuals
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responsible for fire service delivery in the RDNO are passionately committed to serving their
communities and genuinely interested in collaborating to advance common goals.

Nothing in this report should be construed as legal advice. All stakeholders are
encouraged to retain independent legal counsel where such action is warranted. The
RDNO should review any recommendations or issues identified below through its
ordinary legal review processes.
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2. Strategic Work Plan

While the Strategic Work Plan below sets out Timeline/Trigger targets for implementation of
each recommendation, it is recognized that the RDNO has limited resources to action these
matters, and the implementation date of some recommendations may be best adjusted to align
operationally with other RDNO initiatives. The Strategic Work Plan set out below should be
considered to be recommended with the intent that action items and dates/triggers will be
adjusted as required by the RDNO.

Note that recommendations are not presented in order of priority.

Recommendation Reco.#  Timeline or Trigger

Short term

Seek opportunities for fire departments and their 1 Short term
members to be involved in delivery of services within the

FireSmart program to enhance public engagement and

as a Firefighter engagement opportunity in an important

RDNO program.

Create a job description for the position of fire 3 Short term
department training officer.

Strengthen the working relationship between the RDTO 3a Short term
and Department Training Officers to improve efficiencies
and avoid duplication of efforts.

Provide departments with a standardized weekly training 4 Short term
form to ensure the capture of essential data.

Explore streamlining the types of administrative tasks 6 Short term
that need to flow through the Fire Chiefs.

Explore options for PPE storage in the Silver Star fire 8 Short term
hall. If required, budget in a future year to implement a

solution.

Explore options for improved storage of equipment and 9 Short term

apparatus at Silver Star fire hall, including reducing, if
operationally effective, the number of apparatus and the
equipment currently maintained at that location. If
required, budget in a future year to implement solutions.

Develop and implement a policy, beneficial to the RDNO 10 Short term
and Silver Star, regarding accommodations in the Silver

Star fire hall, tying provision of accommodations to

engagement and response support in the Department.

Review the matters of adequate washroom and shower 11 Short term
facilities, hose drying facilities, and PPE cleaning

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 6



Recommendation Reco. # Timeline or Trigger

facilities at the Lumby and Silver Star fire halls. If
required, budget in a future year to implement solutions.

Review the capacity for post-incident decontamination at 12 Short term
all RDNO fire halls. If required, budget in a future year to
implement solutions.

Engage with all departments to review the policy 13 Short term
regarding minimum attendance at emergency callouts.

Develop a practice of regular monitoring of calls for 15 Short term and
service and the number of responding firefighters. annually thereafter

Utilize tools available to the RDNO to manage the
volume of calls for service in order to continue utilization
of the POC model.

Review the dispatch matrix utilized for First Medical 16 Short term
Responder calls for service. Make changes as

necessary to limit calls for service to reflect RDNO

policy. Adopt a revised policy if required.

The dispatch matrix should be reviewed regularly.

Consolidate Silver Star and BX Swan Lake into one 20 Short term
department — undertake a phased approach.

Create a full-time paid fire chief position for the 21 Short term
consolidated Silver Star and BX Swan Lake department.

Undertake a review of firefighter compensation rates and 29 Short term
structure, taking into consideration current trends in the

sector, and engaging the RDNQO’s POC Firefighters in

the process.

Adopt a POC Firefighter compensation policy that sets 30 Short term
out hourly wage rates, establishes a mechanism for

annual rate increases, includes a provision to check the

broader market every four years, and enables POC

Firefighter participation in the process of adjusting

compensation methods and rates.

Establish procedures to recognize career milestones for 31 Short term
firefighters and officers.

Ensure that firefighters continue to be included in social 32 Short term
functions organized by the RDNO for their employees.

Establish a process to involve RDNO elected officials 33 Short term
and senior staff in Department-organized events.
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Recommendation Reco. # Timeline or Trigger

Establish a process for exit interviews of firefighters 34 Short term
leaving the departments, to capture retention factors that
influence those departures.

Review and revise as necessary the response model 36 Short term, and
utilized by departments to specific types of calls for regularly
service.

Develop effective use of the Duty Officer model. 37 Short term

Consider the potential for one RDNO Duty Officer to
cover all three RDNO Departments.

Review the issue of FMR services provided by BX Swan 48 Short term
Lake and Lumby in the context of their relevant service
establishment bylaws.

Develop a standardized report template to be submitted 58 Short term
to the OH&S joint committee by each Department at the
monthly joint committee meeting.

Install a backup generator at Silver Star fire hall. 7 Medium term

Prepare for and seek Superior Tanker Shuttle Service 14 Medium term
accreditation.

Consider modifications to response protocols that 17 Medium term
involve limiting staffing responses (Duty Crew) to First

Medical Responder calls, with potential for a second

alarm page out, in order to alleviate the FMR workload

on POC Firefighters and associated costs.

Develop policies and practices intended to maximize the 18 Medium term
benefits of out of jurisdiction deployments in response to

wildfires, while minimizing the negative consequences of

such deployments.

Develop and implement a succession planning process 24 Medium term
to develop qualified internal candidates for officer and
fire chief roles.

Undertake a gap analysis of the existence, currency, and 25 Medium term
adequacy of pre-fire plans in each service area relative

to those required in each service area. This gap analysis

will inform future work.

See recommendation #26

Undertake a gap analysis of Operational Guidelines (OGs) 27 Medium term
from each of the three RDNO fire departments.
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Recommendation

Reco. #

Timeline or Trigger

See recommendation #28

Establish an RDNO and Firefighters Liaison Committee
for the purpose of discussing non-operational matters
that might include firefighter recognition, compensation,
and social event planning.

Explore opportunities to develop deeper partnership
relations with one or more neighbouring local
government fire departments, and with the Silver Star
Resort.

Update the Vernon Agreement based on issues
identified in this section and create a solid template
which can be used for all agreements.

Update the CSRD agreement based on the Vernon
template (noting that it is a more limited service
arrangement — fire suppression only).

Review the RDNO authority to contract for and authorize
the provision of emergency response services in IR#6
and consider adding the OKIB as a party to the service
agreement specifically to consent to the provision of the
services on their lands and authorize the exercise of
emergency and non-emergency powers by the VFRS.

Consider updating the Aid Agreement to address the
issues identified in this section, including:

e an express grant of operational powers;

e clarification around certain incident command
system processes;

¢ the establishment of common approaches to
personnel accountability systems and training
level identification; and

¢ more clearly addressing liability allocation issues.

Consider updating the master RDNO OH&S program to
reflect the use of written work procedures by the
Departments (including those specifically required by
Part 31 of the OH&S Regulation).

Update the OH&S joint committee terms of reference to
properly reflect the WCA requirements for the selection
of worker representative joint committee members.

Long term

35

43

52

53

54

55

56

57

Medium term

Medium term

Medium term

Medium term

Medium term

Medium term

Medium term

Medium term

Consider adoption of a false alarm bylaw and/or
modifying the RDNO response model for residential fire

19

Long term
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Recommendation Reco.#  Timeline or Trigger

alarm activation, dispatching a Duty Officer or Duty
Crew.

Create a full-time paid fire chief position for the Lumby 22 Long term
and District fire department.

Develop and implement an action plan to develop or 26 Long term
update required pre-fire plans in each service area. A

timeline should be identified for implementation of such

plan.

See recommendation #25

Based on findings from the OG gap analysis review, revise 28 Long term
existing OGs and develop new ones to establish a

complete set of RDNO fire department OGs, with specific

OGs for each department where warranted.

See recommendation #27

Broaden the service description to permit the 45 Long term
Departments to provide additional emergency response

services if authorized by the Board (note that the

operational powers bylaws contemplate a potentially

broader range of emergency response services than just

fire suppression).

Update the bylaws to include the full range of cost 46 Long term
recovery methods permitted under s. 378 of the LGA

(fees and charges, revenues raised by other means,

revenues raised by way of agreement, enterprise, gift,

grant or otherwise).

Update the operational bylaws — create a single 47 Long term
operations/administration bylaw covering all three

departments and address issues identified in this section

of the report.

By trigger
Increase the Administrative Support staff position from 2 When the position
part-time to full-time. supervisor recognizes
that the workload
cannot be

accommodated within
the part-time schedule

Explore the opportunity to increase the capabilities of the 5 Ongoing
North Okanagan Fire Training Centre to enhance the
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Recommendation Reco. # Timeline or Trigger
training capabilities and ability to offer additional training
opportunities.
Add a support staff position to the RDNQO’s Fire Training 23 Not before 2025, and
function in order to respond to increased workloads, and only to be considered
support Fire Department Training Officers. after Departments are
fully utilizing the RDTO
function, and further
success is limited by
capacity
Develop the use of a standby Duty Crew, not at the fire 38 When during day time,
hall, but able to respond to the fire hall within a or other times, fewer
prescribed amount of time. than 3 personnel
regularly respond to
calls
Develop the use of a standby Duty Crew, stationed at 39 When, during day time

one or more fire halls.

Staff one or more fire halls during critical times.

Staff one or more fire halls during Monday to Friday day
shifts.

Staff one or more fire halls 24/7.

The RDNO should consider and prepare for resource
needs required by the EDMA and related regulations.

The RDNO will need to determine how to undertake
investigations outside of existing fire protection areas
(and how its costs of doing so will be recovered).

40

41

42

44

49

or other times,
response is
inadequate, and
utilizing a Duty Crew
responding from home
model does not provide
an adequate response

At times when
operationally required

When response to calls
is inadequate, and
Duty Crew methods
are not effective

When the POC model
cannot provide
adequate response to
calls at all times

In compliance with
timelines set in EDMA
regulations (pending)

In compliance with
timelines established
for FSA regulations

(pending)
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Recommendation Reco.

#

Timeline or Trigger

The RDNO will need to address the new Fire Safety Act 50
minimum training standards for fire investigators, and the

RDNO will need to determine who is responsible for

undertaking investigations and train those individuals
accordingly.

When the Fire Safety Act comes into effect, the existing 51
operational powers bylaws (or any new operational

powers bylaw) will need to be updated to contemplate

the new powers being granted to Fire Chiefs.

The RDNO should take actions to enable the recovery of 59
capital and increased operating costs through Amenity

Cost Charges or other similar methods of assigning

costs to development.

In compliance with
timelines established
for FSA regulations

(pending)

In compliance with
timelines established
for FSA regulations

(pending)

As appropriate given
development planning
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3. SWOT Analysis

Strategic planning and decision making are best facilitated with a high degree of situational
awareness. In order to collect input from as many stakeholders as possible, the Consultants
met with key RDNO staff, RDNO Electoral Area Directors, Fire Chiefs, firefighters and select
neighbouring jurisdictions. These engagement sessions followed an agenda format that
included:

e Introductions

o Why the strategic planning project is being undertaken

¢ The matters that need to be addressed in the new Strategic Plan

¢ Identification of the strengths and weaknesses of the RDNO’s Fire Protection Services
(and in some cases, the Department being engaged)

e An assessment of the issues or matters that might emerge that could be considered
opportunities for the RDNOQO'’s Fire Protection Services and Departments over a five- to
ten-year time horizon

e An assessment of the issues or matters that might emerge that could be considered
threats for the RDNQ’s Fire Protection Services and Departments over a five- to ten-year
time horizon

e An opportunity for stakeholders to share any other issues, concerns or matters affecting
fire service delivery in the RDNO.

A wide range of individual views were expressed, reflecting specific stakeholder perspectives
and needs, though across a number of major topic areas there was a high degree of
consistency. For example, all contributors acknowledged that wildfire risk, societal change and
community growth will continue to impact the delivery of fire protection services in the North
Okanagan area.

The wide-ranging stakeholder inputs were condensed by the Consultants and organized into
thematic baskets. Table 1 below presents the condensed stakeholder inputs, representing
themes that were broadly expressed and, in some cases, matters that were not broadly
expressed but that are critically important to the Strategic Plan. In some respects, inputs
outlined below are contradictory, indicating the different perspectives of stakeholders.

Table 1: Stakeholder engagement: All Summarized and Consolidated®

STRENGTHS WEAKNESSES

e Training (FTC facility, coordination, e Low response levels (daytime in BX Swan
lesson plans) Lake & Lumby, always in Silver Star)

o People (eager learners, committed) e Dissatisfaction with compensation levels

e Pride/reputation

e Leadership

6 A fuller version of SWOT Analysis inputs is located in Appendix 2 of this report.
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RDNO support for Fire Departments
Public satisfaction with current service

Current centralization of some Fire
Department support services

Uncertainty about identity and belonging
(department team vs RDNO team) — (related
to transition to centralized administration)

Recruitment & retention challenges
Affordability of living in service areas

Current RDNO model involves some
communication and delegation challenges —
more work to be done in defining roles and
responsibilities

OPPORTUNITIES

Compensation improvements

Addition of full-time fire chiefs and
daytime staffing

Fuller integration of Firefighters as
RDNO employees

Training as an asset in recruitment and
retention

Housing support
Consolidation of departments

FireSmart program as a public
engagement vehicle for fire
departments

External partnerships

Refining RDNO org structure and role
responsibilities for effectiveness

THREATS

Continued increasing call volumes in BX
Swan Lake and Lumby may challenge the
POC model

Response availability inherent with POC
model

Expansion of Vernon municipal boundaries
Recruitment and retention

Fire service costs increasing at a rate
greater than other services

Further effects of climate change

Stakeholders were asked what matters should be addressed in this report and the Strategic
Plan. Input received on that question is reflected in the topics addressed in this report.

Financial matters were a central theme from many stakeholders. Perspectives on financial
matters ranged, including:

¢ Concern that fire department costs are rising at a rate higher than other local
government services, and there might be a limit to the ability and/or willingness to pay

more for fire protection;

e Expression that constituents place a high value on fire protection, and have never
expressed concern about the related cost; and

e Concern that compensation rates are too low.

The theme of finances is reflected in several sections of this report.
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4. Overview of RDNO Fire Services

4.1 RDNO Protective Services Department

Change drivers, including societal, demographic, regulatory and climatic, are collectively
pressuring rural fire services that rely on the contribution of community members. Local
governments are responding to these change drivers in varying ways and with varying levels of
success. The RDNO has made significant progress in recent years in positioning the
organization to support the Departments and provide safe and effect fire protection services to
residents.

The RDNO has demonstrated best in class leadership in the way it has anticipated and
responded to the impact of many of these change drivers. It has undertaken formal governance
and administrative reviews, has developed a professionally staffed Protective Services
Department, has improved the operation of an RDNO-owned training site, and is now
developing a forward-looking Strategic Plan. Through these methods, the RDNO has supported
the continued success of its three Departments without the creation of full-time positions inside
those departments, and is well positioned to implement measures required to support the
Departments as they face emerging challenges.

Figure 1: Current (Draft) RDNO Protective Services Organization Chart
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4.1.1 FireSmart Program

FireSmart is a provincially-funded program through which local governments are able to
enhance community resilience to wildfires, especially in the wildland/urban interface. The
FireSmart program has been around since 1990. FireSmart BC was created by the Province of
BC in 2017, and Provincial funding support of the program has increased significantly in recent
years. When FireSmart grant-based program work began several years ago, many local
governments viewed that work as being more related to emergency preparedness than
firefighting and as a result fire departments were often not heavily involved in the associated
work. As the FireSmart program has evolved, and grant funding has become more reliable,
opportunities have emerged for fire departments to be more involved in the public education and
property assessment portions of FireSmart work. In some local governments, because the
FireSmart Coordinator reports through the Emergency Management function, there are missed
opportunities to involve the fire service in that program.

The RDNOQ’s FireSmart Coordinator reports to the Protective Services Manager position, with no
direct reporting relationship to Fire Chiefs, except that the Fire Chiefs and the Protective
Services Manager report to the same person. Going forward, the RDNO should be mindful that
fire crews represent the principal emergency response asset available to the regional district,
one that could be leveraged to achieve FireSmart goals. Active participation in the FireSmart
program also represents an opportunity for RDNO’s Departments — in terms of funding, risk
identification and mitigation, and the opportunity to further connect with the communities that
they serve. The RDNO should look for synergies between its FireSmart program and the
Departments, and seek ways for the two to effectively work together despite the limited
organization chart connection.

4.1.2 Fire Training Centre and Training Officer

The RDNO has an administrative policy that guides Department training programs. That policy
provides for a Regional District Training Officer (“RDTQO”) who also serves as the program
coordinator of the Fire Training Centre (the “FTC”). The RDTO position is intended to provide
support for individual Department training requirements and assist with training program
development and implementation. Fire prevention education, often a function of a fire
prevention division within fire departments, has also been assigned to the RDTO.

The training officer in each Department is responsible for the planning of weekly skills
maintenance training and liaises with the RDTO for formal qualification training needs. With
regard to the new recruit training program, the RDTO develops/maintains the program,
schedules training, manages the instructors and liaises with Fire Chiefs.

4.1.2.1 Regional District Training Officer

The RDTO function within the RDNO is relatively new. As such, there is some uncertainty
within the Departments, who have historically been solely responsible for the training of their
members, as to the extent of the role of the RDTO. This situation will likely smooth out over
time as Departments become more familiar with the new roles and structure and the support
that can be provided through the RDTO position.
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There is a formal job description for the RDTO position. The RDTO reports to the Manager of
Rural Services with responsibility for developing, coordinating and conducting fire training
programs, and monitoring Department training to ensure that legislative and RDNO
requirements are being met. RDTO oversight includes delivery of live fire training, certification
or requalification courses for the Departments, as well as for other area departments including
Vernon Fire Rescue Services.

The RDTO works with Department training officers to identify the needs of the firefighters and
officers, and to manage the development and provision of training courses in a timely manner.
The RDTO uses a professional development tracking tool to maintain training records across
the three Departments and monitor the training/certification status of each firefighter and officer,
an approach which helps the RDNO ensure that it is meeting its obligations under the Provincial
Training Standards and the Workers Compensation Act.’

The RDTO does not engage in training delivery at the Department level but does make lesson
plans available to support the training officers. The RDTO also provides assistance with the
development of pre-fire plans and program development for the testing and maintenance of
equipment, facilities and apparatus. The RDNO can assist in improving acceptance of the new
organizational structure by providing ongoing clear communications regarding the role and
responsibilities of the RDTO, ensuring that the roles and responsibilities of Fire Chiefs and
Department training officers are properly understood, and updating the organizational chart so
that the role of the RDTO is understood by Department members.

4.1.2.2 Department Training Officers

The Department training officer role typically is the responsibility of a Deputy Chief within each
Department unless otherwise designated. The Consultants were not provided with any formal
job descriptions for Department training officers, who were generally described during the
consultation process as being responsible for developing and managing their Department’s
training. It may be useful, in consultation with the Departments, to develop a formal job
description for Department training officers, including required qualifications. While Department
Training Officers report through their department chains of command, they also interact with the
RDTO in a training officer group.

A standardized training authorization and approval form and process have been developed to
enable Departments to arrange training or courses through the RDTO.

Silver Star indicated that it is experiencing challenges in the provision of effective skills
maintenance training due to low practice session turnouts and the overall workload impact on
training planning. Lumby advised that unpredictable training turnouts and insufficient time
available to plan and accomplish all of the necessary training negatively impacts departmental
training sessions.

7 Individual Departments are still responsible for maintaining training records for each of their members.
The RDNO has declared that each of the three RDNO Departments is operating at the Interior Operations
service level under the Provincial Training Standards. The RDNO maintains an education training
standard that addresses the corresponding training requirements by rank and role.
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Each Department training officer is responsible for maintaining records that capture the training
delivered within the Department and identifying the firefighters taking part in that training.

4.1.2.3 Fire Training Centre

The North Okanagan Fire Training Centre (“FTC”) was previously operated by the City of

Vernon until transitioning to RDNO control in 2020. The RTC is located on land that is co-
owned by the Province and the RDNO. It serves the RDNO Departments plus other area
departments, including Vernon Fire Rescue Services.

The FTC is equipped with a live fire training facility suitable for structure and outside fire
scenarios, and classroom facilities suitable to support regional training needs. The condition of
the on-site equipment was not assessed by the Consultants, but the RDTO indicated that
maintenance plans are in place along with an operating reserve fund to undertake such work.

All Departments indicated that the FTC provides a good venue that is beneficial to the
Departments and that the RDTO staff position is a useful and welcomed resource. The RDTO
reported that with some capital investment, the FTC would have the potential to provide
additional benefits to RDNO Departments through more advanced training scenarios and the
possibility of increased external revenues.

4.1.3 Administrative Support

The RDNO maintains a part-time Administrative Support position in its Protective Services
Department, responsible for supporting the Departments, the Emergency Management function,
and the RDTO and FTC. As the Protective Services Department is evolving, some of the
functions intended to be supported by the Administrative Support position may not yet be fully
accessing that resource. This seems natural, and working relationships can be expected to
develop more fully over time.

One way in which the Departments could be encouraged to make fuller use of the
Administrative Support position would be to schedule an in-person meeting in each of the three
fire halls, perhaps on a monthly basis. This in-person presence would enable the Fire Chiefs
and officers to develop an effective working relationship with this relatively new role. During the
engagement sessions it was noted that various routine administrative tasks are required to flow
through the Fire Chief, both to and from the Departments. A modification of that process is in
order, to allow for direct engagement between the Administrative Support and relevant
Department officers or firefighters, regarding routine administrative tasks.

As noted above, the Administrative Support position also supports the Protective Services
Manager (Emergency Management Manager). On 8 November 2023, Royal Assent was given
to the new Emergency and Disaster Management Act (the “EDMA”), which replaces the
previous Emergency Program Act. The regulations implementing critical elements of that Act
remain pending. The EDMA is materially longer, more complex and more prescriptive than its
predecessor. Among other things, local governments will have new or enhanced obligations: to
develop and maintain risk assessments; to develop functioning relationships with a wide range
of “Indigenous Governing Bodies”; to develop more comprehensive working relationships with
other local authorities; and to proactively undertake work to mitigate identified risks. The EDMA
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will increase the emergency management workload for local governments, which will almost
certainly impact the Administrative Support role. The combination of this increased workload
and the expected increase in Department reliance on the Administrative Support position will
likely result in the need, at a point in the future, to increase the Administrative Support function
from part-time to full-time. The timing for that change will need to be evaluated based on the
balance of workload and capacity for the role.

4.2 Recommendations

Recommendation Timeline or
Trigger
1 Seek opportunities for fire departments and their members to be Short term
involved in delivery of services within the FireSmart program to
enhance public engagement and as a Firefighter engagement
opportunity in an important RDNO program.
2 Increase the Administrative Support staff position from part-time  When the position
to full-time. supervisor
recognizes that
the workload
cannot be
accommodated
within the part-
time schedule
3 Create a job description for the position of fire department Short term
training officer.
3a Strengthen the working relationship between the RDTO and Short term
Department Training Officers to improve efficiencies and avoid
duplication of efforts.
4 Provide departments with a standardized weekly training form to Short term
ensure the capture of essential data.
5 Explore the opportunity to increase the capabilities of the North Ongoing
Okanagan Fire Training Centre to enhance the training
capabilities and ability to offer additional training opportunities.
6 Explore streamlining the types of administrative tasks that need Short term

to flow through the Fire Chiefs.
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4.3 Silver Star

Table 2: Silver Star fire protection area population

# of Parcels with  Total Number Estimated Total Population

Fire Protection Resi.dential of DweIIings in numper (o] N 0)Y; (?ommunity
Area dwelling type Community Residents (estimated)
within the
Service
Area
Silver Star* 985 N/A 450 450-10,000 (Area
C)

*The year round population in Silver Star is 450. During summer peak season the population reaches an
estimated 3,000, and during winter peak season the population reaches an estimated 10,000.

The Silver Star Department operates out of a fire hall located within the Silver Star community.
Given the seasonal nature of the community and the absence of available housing in the area,
the Department has chronically low membership numbers. Membership was also adversely
affected by the COVID pandemic, and now sits critically low at 11 personnel capable of Interior
Operations-level response out of a total membership of 16.8

The Silver Star fire hall was built some 28 years ago. It lacks a back-up generator and space
for storage of apparatus and equipment. There is insufficient space for storing and accessing
personal protective equipment. The fire hall contains two residential suites on the second
storey. At the time of the Consultants’ site visit, one unit was occupied by the Department’s
Deputy Fire Chief. The other suite was vacant. The Fire Chief reported both successes and
challenges with providing accommodation to Department members in exchange for operational
and response support for the Department. Management of the residential units is a time-
consuming undertaking for the Fire Chief. Notwithstanding that workload and other issues
associated with providing housing to firefighters, the residential suites in the fire hall represent a
considerable opportunity to engage qualified firefighters who could provide much-needed
response support.

Silver Star has developed some pre-fire plans, but is challenged by a lack of resources to
complete preplans for all structures in the community that should have them.

During the engagement sessions with Silver Star officers and members, concerns were
expressed about:

o the low number of active members and the challenges faced in recruiting more;
¢ some members indicated that they are concerned about their inability to train effectively
with the low turn out for practices, that they have too few calls for service to build

8 It was related to the Consultants that Silver Star has 11 trained and active firefighters, two who are
considered “exterior” only and contribute in a support capacity, and three who are new recruits, not yet
trained or operational.
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confidence in their abilities, and that they would welcome an opportunity to work more
closely with BX Swan Lake, which is viewed as experienced and well-trained; and
e there is more administrative work than can be managed by the Department.

Figure 2 below indicates the Silver Star calls for service over the past four years. While the data
is not an adequate base upon which future call volume can be accurately projected, the data
does demonstrate clearly a projected increase in overall calls for service (127%) between 2020
and 2023. It needs to be recognized, however, that the pandemic period impacted fire
department response volumes province-wide, and some of the volume increase since 2020
reflects a return to pre-pandemic levels. For example, in the 2016 DMA Report, total Silver
Star’s call volumes ranged between 84 and 116 annually, in the period from 2012 to 2015
inclusive.®

Figure 2: Calls for Service | Silver Star: This table shows the total calls for service in each year.
Year to date calls for service are shown for 2023, effective at the end of October 2023.
**Projected total calls for service for 2023 are shown in red.

Silver Star Incidents 2023 Projected

125
120
100 53 a7
59
60 55 ||||

2020 2021 2022 2023 2023%*

Figure 3 below indicates the general locations of where Silver Star members live relative to the
fire hall and the community. While a majority of Department members reside in the Silver Star
community, several live a considerable distance from the hall. In general, most of the Silver
Star firefighters appear to be well-located for timely response to the fire hall.

9 Dave Mitchell & Associates Ltd., Report on Fire Service Training and Administration Review (2016), at
p. 7 (the “DMA Report”). The Department also had better staffing levels in the pre-pandemic period.
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Figure 3: Firefighter Residential Locations | Silver Star

Kedl eston

4.4 BX Swan Lake

Table 3: BX Swan Lake fire protection area population

Fire Protection  # of Parcels with  Total Number Estimated Total Population
Area Residential of Dwellings in  number of by Community
dwelling type Community Residents (estimated)

within the
Service
Area

BX Swan Lake 2,006 2,317 3,925 4511 (Area C)
3274 (Area B)

BX Swan Lake operates out of a fire hall located on Silver Star Road. Originally constructed in
1977, the hall went through two expansions in the mid-1990s followed by a recent major
renovation project. The fire hall appears to be in good condition, with adequate space for
apparatus, administrative functions, and equipment storage. BX Swan Lake has a roster of 35
firefighters and is the busiest of the three RDNO Departments based on call volume. It also is a
leader in the province in terms of local government fire departments that support wildland
interface suppression efforts. The Department is active in developing and maintaining pre-fire
plans, as required by the Department’s Interior Operations service level.

BX Swan Lake differs from Silver Star and Lumby in that many of the BX Swan Lake members
do not live close to the fire hall (see Figure 5, below).
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During engagement sessions with BX Swan Lake members several concerns were raised,
including:

e compensation rates for firefighters;

e concern that the Fire Chief’'s workload warrants a full-time position;

¢ the impact of the expansion of the City of Vernon boundaries on the service area; and

o financial and other barriers that limit the ability of Department members to live in the
service area.

The matter of compensation for firefighters dominated the discussions with the BX Swan Lake
members.

Figure 4: Calls for Service | BX Swan Lake: This table shows the total calls for service in each
year. Year to date calls for service are shown for 2023, effective at the end of October 2023.
**Projected total calls for service for 2023 are shown in red.
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Figure 5: Firefighter Residential Locations | BX Swan Lake (Vernon #1 fire station location also

shown)

Figure 6: Calls for Service by Hour | BX Swan Lake
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BX Swan Lake is on course to experience a 77% increase in calls for service in 2023 over 2019.
While this increase is lower in percentage than Silver Star or Lumby, there is a compounding
effect between:

¢ the overall number of calls for service, projected to be 410 in 2023;

¢ the distance that most BX Swan Lake firefighters live from the fire hall; and

e the higher volume of calls for service during daytime hours as shown in Figure 6, when
POC response levels are at their lowest level.

The Department did experience a slight decrease in calls in 2020, but there has been steady
growth in total volumes compared to the pre-pandemic period. The Department is expected to
respond to more than twice as many calls in 2023, as it did in 2015.1°

The compounding effect of the factors listed above is reported to have already manifested in low
turn out for daytime calls. The continued growth in weekday call volumes will likely result in an
inability of the Department to meet future response needs. Possible approaches by the RDNO
to manage this situation are considered later in this report.

BX Swan Lake includes significant areas without fire hydrants, and fire responses include the
use of tender trucks to shuttle water to the scene of the fire. In non-hydrant protected areas,
insurers may consider properties as being only “semi-protected”, resulting in property owners
paying higher insurance premiums than if the area was considered “fully-protected”. During
stakeholder engagement sessions it was suggested that RDNO departments develop the
capacity to shuttle water to the extent that Superior Tanker Shuttle Service (“STSS”)
accreditation can be achieved, resulting in full-protected status for non-hydrant protected areas.

Improved water shuttling capabilities could provide a positive impact for some property owners
in terms of insurance premium reductions, and could also provide heightened safety for the
region in terms of protection from urban-interface wildfires. Property owners in areas within fire
protection service areas but not currently deemed to be “hydrant-protected” could realize an
insurance premium reduction of approximately 30% if STSS accreditation was to be achieved
for those areas.!! The RDNO Departments should further develop water shuttling capabilities,
and seek STSS accreditation.

10 |n 2015, the Departments responses totalled some 189 calls. See DMA Report at p. 76.

11 https://fireunderwriters.ca/grading/superior-tanker-shuttle-service.html |
https://fireunderwriters.ca/assets/img/FFIC-2010-Nov-DissectingDwellingIinsurance.pdf |
https://www.comoxvalleyrd.ca/sites/default/files/images/Projects-

Initiatives/4cvrd _mervillefireservices _governancereview12oct2016.pdf page 6
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4.5 Lumby and District

Table 4: Lumby and District fire protection area population

Fire Protection  # of Parcels with  Total Number Estimated Total Population

Area Residential of Dwellings in  number of by Community
dwelling type Community Residents (estimated)
within the
Service
Area*
Lumby 606 861 1,444 2,063 (Lumby)
Rural Lumby 735 1,264 1,687 2909 (Area D)

*# of residents within the service area estimated by multiplying the # of dwellings by a multiplier

The Lumby and District Fire Department (“Lumby”) operates out of a single fire hall centrally
located on Shuswap Avenue in the Village of Lumby. The fire hall is generally considered to be
in good condition, though it has only one washroom and shower on the main level, lacks drying
racks for the cleaning of personal protective equipment, and lacks the space needed to address
post-incident decontamination.

The RDNO has an agreement to provide fire protection to the Village of Lumby in addition to its
own fire protection service area. This agreement does not include fire inspections and
investigations, which are contracted by the Village to a third-party provider.*> The Department
maintains some pre-fire plans for its fire protection area, including for locations within the
Village. Lumby has 22 members, 90% of whom were reported to live within a five-minute
response to the fire hall.

There has been a significant increase in calls for service in the past two years that is primarily
driven by an increase in Medical First Responder events.

During engagement meetings with Lumby members, concerns were expressed about the level
of staffing at the nearby BC Ambulance Service (“BCAS”) station. Subsequent to the
engagement session with the Lumby firefighters, the provincial government announced a
planned increase in ambulance staffing at the Lumby BCAS station, which may help address
this issue in the future.

Other concerns raised included:

e inadequate compensation for all ranks;

e challenges with the retention of members;

e lack of public awareness that the Department is an RDNO service;

e low daytime response numbers;

¢ lack of sufficient time to meet training and administration requirements; and

12 As a municipality, the Village of Lumby is required to conduct regular fire inspections of public
buildings, a matter not required of regional districts.
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e a Department policy that requires members to attend callouts at an attendance rate
considered by members to be unachievable.®®

The level of compensation was a significant consideration for many members who expressed
concern about not being able to afford to leave their regular work during the day to attend
emergency callouts at a significantly lower rate of pay.

Figure 7: Calls for Service | Lumby: This table shows the total calls for service in each year. Year
to date calls for service are shown for 2023, effective at the end of October 2023. **Projected
total calls for service for 2023 are shown in red.
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13 Firefighters reported that they are required to attend a percentage of all calls, and the recent growth in
FMR calls make that difficult to achieve. The Consultants did not view an OG or policy regarding this
matter.

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 27



Figure 8: Firefighter Residential Locations | Lumby

Figure 9: Calls for Service by Hour | Lumby
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Lumby is on course to experience a 161% increase in calls for service in 2023 when compared
to 2019. Its call volume has nearly quadrupled since 2012.24 With an anticipated overall call
volume of 329 for 2023, the POC model, in particular for daytime responses when the call
volume is highest and firefighters are at work and/or out of the community, is under significant
stress.

141n 2012, it had 84 calls for service. DMA Report (2016) at p. 77.
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4.6 Recommendations

Recommendation

Timeline or
Trigger

10

11

12

13

14

Install a back-up generator at Silver Star fire hall.

Explore options for PPE storage in the Silver Star fire hall. If
required, budget in a future year to implement a solution.

Explore options for improved storage of equipment and
apparatus at Silver Star fire hall, including reducing, if
operationally effective, the number of apparatus and the
equipment currently maintained at that location. If required,
budget in a future year to implement solutions.

Develop and implement a policy, beneficial to the RDNO and
Silver Star, regarding accommodations in the Silver Star fire

hall, tying provision of accommodations to engagement and

response support in the Department.

Review the matters of adequate washroom and shower
facilities, hose drying facilities, and PPE cleaning facilities at
the Lumby and Silver Star fire halls. If required, budget in a
future year to implement solutions.

Review the capacity for post-incident decontamination at all
RDNO fire halls. If required, budget in a future year to
implement solutions.

Engage with all departments to review the policy regarding
minimum attendance at emergency callouts.

Prepare for and seek Superior Tanker Shuttle Service
accreditation.

Medium term

Short term

Short term

Short term

Short term

Short term

Short term

Medium term
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5. Calls for Service

Calls for service are increasing for each of the RDNO Departments. If this trend continues
unchecked, the Departments’ ability to respond effectively and in a timely fashion, will be
challenged. Call volume increases are adding pressure to the already stressed at times POC
model of service delivery and, left unchecked, may require at some point in the future, that
RDNO staff one or more of its fire halls during times of peak calls for service and low firefighter
turn out (likely daytime hours on weekdays). The RDNO should undertake an annual response
analysis similar to the one that was conducted in support of this Strategic Plan, and use that
analysis to inform decisions about managing the volume of calls for service in order to enable
the continued use of its existing POC service delivery model.

There is no set number of calls for service beyond which a POC service model fails. The matter
is situational and fluid, having many variables, and those variables might change seasonally or
on other bases. As an example, a fire department might function quite nicely managing an
annual call volume of 500 or more, based on the availability of a handful of key members who
are almost always available to respond. If one or several such key members leave the
department or take leaves of absence, the same call volume might then become
unmanageable.

The best defences against a volume of calls for service that is unmanageable are reflected in
the recommendations included in this report, and include:

¢ Regular monitoring of calls for service to avoid scope creep (once a service is provided
to a given level, it can become difficult to reverse that);

e Utilizing tools available to local governments to limit avoidable calls for service;

¢ Limiting the non-response work that firefighters are required to undertake so as to
maximize the value derived from their time;

e Maintaining a full and active roster of POC firefighters;

e Fostering a strong sense of team, camaraderie, and belonging within a Department;

e Supporting firefighters in feeling valued,;

e Providing firefighters with strong and competent leaders; and

e Supporting the inclusion of firefighters’ families in Department non-emergency activities.

It should be noted that, in 2023, alarms where no fire was found, combined with first medical
responder (“FMR”) calls for service, account for:

e 889% of all calls for service in Silver Star;
e 61% of all calls in BX Swan Lake; and
o 60% of all calls in Lumby.

There are several ways that the RDNO can, in consultation with its Departments, seek to
manage call volumes, including:

e limiting call types for which, and/or the times of day when, the Departments respond to
FMR calls in support of BCAS;
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e implementing and enforcing a false alarm bylaw with penalties for infractions, and
educating the service area residents on this matter;

e examining the dispatch criteria for motor vehicle incident (“MVI”) calls, and limiting the
Departments’ responses only to incidents involving known entrapment or fire;

¢ providing means other than fire department responses to address illegal burning. This
should include developing and enforcing a bylaw with penalties for infractions, and
educating the service area residents on this issue; and

e implementing a Duty Crew model.

The above approaches are examples of ways in which the RDNO can seek to manage the
highest volume incident categories for the Departments. Through active management of these
issues, the RDNO can limit unnecessary responses by its Departments. By reducing overall call
volumes, the stresses on members will be reduced and viability of the POC model will be
supported.

5.1 First Medical Responder

First Medical Responder (“FMR”) involves fire department resources responding to incidents
that are medical in nature (no fire, rescue or extrication required) to provide patient care and
assist BCAS. Firefighters are trained, as a part of general firefighter training, to intervene in
specific medical situations to provide basic life supporting treatment, including CPR, airway

management and artificial respirations, control of potentially deadly bleeding, childbirth, and
administration of Narcan to negate the effects of some drug overdoses.

FMR-related calls for service often represent 50% or more of a fire department’s call volume. In
recent years FMR calls for service have increased for many fire departments across BC, in
some cases challenging operating models that are already being pressured by other factors. In
the RDNO'’s case, the continued effective use of POC firefighters could be impacted if the
volume of calls for service continues to rise, and the RDNO might at some point in the future
need to consider providing career staffing in some fire halls if increases in call volumes can’t be
managed for POC firefighters. As FMR is the category of calls for service with the highest
volume for all three RDNO Departments, and because pre-hospital care is a provincial, not a
local government responsibility, the RDNO should closely monitor and manage the types and
number of FMR calls to which its Departments respond.

Table 5 below indicates the percentage of total calls for service that were FMR-related for each
RDNO Department in 2019 and 2023.1°

15 BC Emergency Health Services changed fire service response criteria in 2020, in relation to the
pandemic. It then gradually reverted to its pre-pandemic practices.
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Table 5: Indicates the percentage of total calls for each RDNO fire department that were for FMR
in 2019 and in 2023. Data for 2023 (FMR and Total) reflects 10 months, January through October)

2019 2023

FMR Total Calls % FMR Total Calls %
R ESVELREUCHEE 98 231 42% 171 336 51%
Silver Star 18 57 32% 64 96 67%
Lumby 17 126 13% 146 278 53%
Total 133 414 32% 569 973 58%

RDNO Policy No. BPOL-COM-002, dated December 12, 2018, establishes the scope of practice
for RDNO fire departments with regard to services provided. The response matrix attached to
the policy document, dated April 7, 2017, indicates that for FMR, the Departments will provide
service to the following levels:

e BX Swan Lake — limited to “trauma and life threatening conditions only”;

o Lumby — restricted to “(BCAS) limited response and assist only”;

e Silver Star — no limitations, likely meaning that the Department will respond to any calls
for service passed along from BCAS dispatch to Fire Dispatch, essentially adopting the
BCEHS/BCAS First Responder matrix as the RDNO’s.

A review of current criteria being utilized to guide dispatch of RDNO Departments indicated that
there have been some changes made to the response matrix since 2017, impacting FMR call
volumes. Current dispatch protocol for FRMR calls appear to not be congruent with current
RDNO policy. The number of responses to FMR calls has increased significantly for each of the
Departments.

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 32



Figure 10: Indicates the number of FMR calls to which BX Swan Lake responded in each of the
previous five years (Note: 2023 data reflects only the first 10 months of the year)

BX Swan Lake Incidents
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BX Swan Lake responds to FMR calls that involve “trauma and life threatening conditions only”,
meaning that the significant increase in FMR call volume is related to either a change in the way
that BCAS classifies call types or a considerable increase in medical calls that involve “trauma
and life threatening conditions”. In the period under consideration, BX Swan Lake’s total call
volumes have increased significantly. FMR calls, however, are increasing at a faster rate than
other call types, and have risen from 42% of the total call volume in 2019 to 51% in 2023.

When looked at over a longer period, the change is even more significant: in the period from
2012 to 2015, FMR calls accounted for only 16.6% of the Department’s total call volume for that
four-year period.'®* The Department is now responding to materially more FMR calls each year,
than it did in the total four-year period analyzed in the DMA Report.

16 DMA Report (2016) at p. 83.
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Figure 11: Indicates the number of FMR calls to which Silver Star responded in each of the
previous five years (Note: 2023 data reflects only the first 10 months of the year)

Silver Star FMR Incidents
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Silver Star’s responses to FMR incidents are not restricted by the RDNO, meaning that Silver
Star is likely dispatched to all ambulance calls for which the BCAS matrix indicates suitable for
First Responder attendance. BCAS modifies its dispatch matrix from time to time. These
modifications will have a corresponding impact the volume of calls for service experienced by
Silver Star Fire Department.

Viewed as a percentage of total calls for service, Silver Star experienced a drastic increase in
FMR calls, from 32% of total call volume in 2019 to 67% of total calls in 2023 (and is currently
running at about the same rate as in the 2012-2015 period).%’

Given the distance of Silver Star from the nearest ambulance station located in Vernon and the
time required for ambulances to travel to Silver Star, and the relatively low number of other calls
for service in Silver Star, the RDNO may wish to have the Department continue to operate at the
existing level of service. However, Silver Star is on track to experience an increase of more
than 400% in calls for FMR service in 2023 over the number of calls for the same service of the
same type in 2019, at a time when its membership numbers are lower than previously.

The total number of calls for service (64 as of October 30, 2023) is not high, and likely not
negatively impacting the Department’s firefighters. The RDNO should monitor the situation, and
be prepared to make modifications to the dispatch matrix if Silver Star firefighters begin to be
negatively impacted by call volume.

17 DMA Report at p. 87. The Department was averaging between 70 and 80 FMR calls annually at the
time of the DMA Report.
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Figure 12: Indicates the number of FMR calls to which Lumby and District responded in each of
the previous five years (Note: 2023 data reflects only the first 10 months of the year)
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Prior to 2022, Lumby’s responses to FMR calls were restricted to “(BCAS) limited response and
assist only”. A change was initiated in 2022, after members became licensed by BC Emergency
Health Services as medical first responders. The impact on the Department’s call volumes has
been dramatic. Based on input received during the engagement sessions, the issue has been
compounded by the fact that the BCAS ambulance located in Lumby is increasingly unavailable
as it is responding to calls outside of the community, meaning that BCAS responses are being
delayed.

Taken together, this change in response matrix and in the availability of the local ambulance,
has had an enormous impact on Department call volumes. Figure 12 above shows that Lumby
is on track to experience approximately a 10-fold (1000%) increase in FMR calls for service in
2023 compared to 2019.'® As a percentage of total calls, FMR has moved from 13% to about
53% of the Department’s total call volumes as a result of these changes.

The Province of BC recently announced that BCAS staffing in the Lumby ambulance station will
increase to 24/7 full-time staffing.® The absence of a staffed ambulance from the community of
Lumby may have been related to the ambulance having been used to transfer patients to

Vernon or beyond, and being delayed in returning to Lumby. A change to 24/7 staffing may not
change that BCAS deployment practice. It remains to be seen if the staffing change announced

18 By way of long-term comparison, Lumby’s FMR call volumes in the 2012 — 2015 period were running at
about 17-18 per year. DMA Report at p. 85.

19 BCEHS News Release, November 9, 2023 http://www.bcehs.ca/about/news-stories/stories/new-
staffing-model-for-rural-and-remote-
communities?fbclid=IwAR1XxCf0JRRrG2hz1gPV|3ni5gkAkyygRW78PMukXCcPwPdew7DmdL1VBf2E
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by BCEHS will result in fewer delayed ambulance responses and a correspondingly lower
number of FMR calls for Lumby.

In consultation with the Department, the RDNO may wish to review the call types to which
Lumby is responding given the material impact that FMR is having on the Department’s overall
call volumes.

While this report makes recommendations for the RDNO to manage the volume of calls for
FMR, it is also important to recognize the value that can be provided by local government fire
department resources at medical emergency incidents prior to the arrival of BCAS at those
scenes. Fire-based first responders can provide considerable value up to and including saving
lives. The RDNO, when reviewing and seeking to reduce the number of calls for service related
to FMR, should bear in mind the potential impact of reducing service in each area.

The FMR dispatch matrix should be reviewed taking into consideration the conditions unigue to
each service area. Silver Star for example, where overall calls for service numbers are
projected to be an estimated 125 in 2023, appears to not currently be challenged by FMR call
volume, and the relative remoteness of the service area results in delays for virtually every
BCAS response there. The RDNO might support a heavier involvement in the FMR program for
Silver Star than for BX Swan Lake and Lumby where BCAS resources are closer at hand, and
rising call volumes appear to be problematic.

5.2 Wildfire Deployments

The Province of BC has been recording wildfire statistics since the 1950s. During that time, the
four worst wildfire seasons measured (by area burned) have occurred in the past seven years.
In 2023, the area burned by wildfire in BC was approximately twice the amount burned in 2018,
the previous worst wildfire season on record.?® Response to wildfires in BC is primarily the
responsibility of the Province. In recent years, BC has relied upon the deployment of local
government fire protection resources to support protection of structures from wildfire.

Wildfires, responses to wildfires, and the RDNO are inextricably connected. The RDNO'’s
commitment to the FireSmart program, and the potential for Departments to be meaningfully
involved in that program have been considered previously in this report. RDNO Departments
have developed skills and are equipped with apparatus that are useful in the suppression of
wildfires in wildland interface areas. In particular, BX Swan Lake has committed heavily to the
development of wildland interface response capabilities, and is regularly deployed to other
areas of the province. BX Swan Lake is regarded as a leader in local government wildland
interface response, and is looked to by others as a role model.

The question arises as to whether the deployment of RDNO Department resources outside of
the RDNO service areas represents a benefit or a burden to the RDNO. On the burden side of
the ledger, the following needs to be considered:

20 Nathan Griffiths, Vancouver Sun September 29, 2023, https://vancouversun.com/news/local-
news/2023-is-b-c-s-worst-wildfire-season-ever
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responses out of area can reduce the human and apparatus resources available to
protect RDNO communities. The time required for provincial deployments increases the
time commitment of Department firefighters and may negatively impact those individuals
and their availability to their Departments; and

firefighters not deployed are left carrying a heavier burden while others are serving out of
region. Those not deployed are compensated at a considerably lower rate for protecting
the RDNO communities than those working on a provincial deployment.

There are, however, material benefits from participation in provincial wildfire deployments,
including:

the development and honing of skills for managing interface fires and attendant risks,
which may need to be deployed within the RDNO and/or the Departments’ respective
service areas;

the development of a strong and practised familiarity with BC Wildfire Service
procedures and personnel, which will greatly benefit the RDNO in any in-region wildfire
event;

the bolstering of Department and community pride from such participation, which may
have a positive impact on member recruitment and retention;

members on deployment are well compensated; and

the RDNO earns significant revenue which can be used to offset rapidly rising operating
and capital expenses of the Departments, and moderate increases to taxation.

The RDNO, in consultation with its Departments and their members, needs to manage its
deployments in a manner that reduces any downside risks, while obtaining the benefits that
come from such work. Matters for consideration include:

Subject to discussion with the members, potentially limiting the number and duration of
deployments, to reduce the negative effect on members who are not deployed,;
Ensuring that deployment opportunities are fairly shared amongst qualified Department
members;

Setting reasonable requirements for firefighter attendance and engagement in
Department training and incident responses before members become eligible for
provincial deployment;

Utilizing anticipated deployment revenues to pay for duty crew coverage or daytime
staffing at fire halls to reduce the burden of responding to calls for service on POC
members who are not deployed;

Forming deployment crews by drawing from all three RDNO Departments, thus sharing
the workload and experience opportunities, and developing interoperability among
RDNO Departments; and

Continuing to equip departments with apparatus and equipment that meet the needs of
the RDNO and is well-suited to take advantage of deployment opportunities.
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5.3 False Alarms

False alarms have long been a burden on the provision of fire protection services. The
proliferation of monitored smoke detectors and manually activated fire alarm capability integral
to home security systems has contributed to in an increase in the frequency of calls for service
where no fire is found. While the value of automatic fire alarms in saving lives and property is
undisputed, and property owners and occupants should be encouraged to install and maintain
automatic fire alarm systems, fire crews responding to false alarm calls are not available to
respond to other concurrent calls for service. These calls should be considered as preventable
events that negatively impact Departments and their members. A surfeit of false alarms could
lead to firefighters “screening” page outs, and not responding when they think the calls are likely
to be of a nuisance type.

Alarms where no fire was found represent the third highest call volume by type for Lumby and
BX Swan Lake, and the second highest for Silver Star.

The RDNO should consider implementing a false alarm bylaw combined with a public education
program regarding the issue. False alarm bylaws commonly penalize property owners after a
set number of false alarms in a given period of time (e.g., three in any 12-month period). While
false alarm bylaws can be perceived as onerous to manage, and require that fire officers track
and report false alarms, when combined with a proactive education program, they can lead to a
material reduction in unnecessary calls for service.

The RDNO could also consider adopting a policy of limited response to residential fire alarms
unless there is additional evidence confirming that the alarm is genuine (e.g. a 9-1-1 call). This
might involve establishing an RDNO policy that in response to residential fire alarms where no
corroborating evidence is presented, RDNO Departments will dispatch only a Duty Officer or
Duty Crew until such time as there is a secondary indication that an alarm is not false. This
measure carries with it some risk — as there is the potential for material delay in a Department’s
primary response to an actual fire, which results in greater fire spread and damage. As such,
this measure is not recommended at this time. The preferred method is to reduce the
unnecessary burden of false alarms through the development and application of a false alarm
bylaw supported by a robust education program.

5.4 Recommendations

Recommendation Timeline or
Trigger
15 Develop a practice of regular monitoring of calls for service and Short term and
the number of responding firefighters. Ultilize tools available to annually
the RDNO to manage the volume of calls for service in order to thereafter

continue utilization of the POC model.

16 Review the dispatch matrix utilized for First Medical Responder Short term
calls for service. Make changes as necessary to limit calls for
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17

18

19

Recommendation

service to reflect RDNO policy. Adopt a revised policy if
required.

The dispatch matrix should be reviewed regularly.

Consider modifications to response protocols that involve
limiting staffing responses (Duty Crew) to First Medical
Responder calls, with potential for a second alarm page out, in
order to alleviate the FMR workload on POC Firefighters and
associated costs.

Develop policies and practices intended to maximize the
benefits of out of jurisdiction deployments in response to
wildfires, while minimizing the negative consequences of such
deployments.

Consider adoption of a false alarm bylaw and/or modifying the
RDNO response model for residential fire alarm activation,
dispatching a Duty Officer or Duty Crew.

Timeline or
Trigger

Medium term

Medium term

Long term
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6. Organizations Structure and Transition

6.1 RDNO Staffing

As mentioned earlier in this report, the current organizational structure of the Protective
Services department is functioning as intended, and likely to improve over time as roles and
relationships are refined. This report outlines potential staffing increases that might be required
over time and has indicated some steps that can be taken to ensure the existing structure’s
benefits are properly realized.

6.2 Fire Departments

6.2.1 Consolidation

The Fire Underwriters require, as a condition of recognition, that a fire department have a
minimum of 15 trained and active firefighters including a chief officer operating out of a fire
department’s main fire hall. For satellite fire hall recognition (i.e., a fire department’s second fire
hall), there must be a minimum of 10 trained, regularly responding firefighters assigned to that
hall. Given the staffing challenges noted above at Silver Star, the responsible action for the
RDNO to take is to consolidate Silver Star and BX Swan Lake into a single department,
designating for Fire Underwriters’ purposes one primary fire hall (requiring 15 firefighters
including a chief officer) and one satellite fire hall (requiring 10 firefighters).

The Silver Star and BX Swan Lake fire halls are 18.7 kms travel distance apart. Fire
Underwriters require that a satellite fire hall be no more than 16 kms from the nearest other
responding fire hall. The RDNO should engage with Fire Underwriters to seek clarification on
the matter of travel distance between fire halls, and seek Fire Underwriters acceptance of the
18.7 kms travel distance. If Fire Underwriters will not support a satellite fire designation with the
18.7 kms travel distance, efforts can be continued to increase the roster at Silver Star to a
minimum of 15.

Notwithstanding the matter of Fire Underwriters acceptance of satellite fire hall status for Silver
Star, the RDNO should continue with the process to consolidate the two Departments to take
advantage of the synergies that would include, sharing of some costs, improved training and
operational safety for Silver Star firefighters, and the potential that these improvements could
lead to improvements in recruitment at Silver Star.

The potential consolidation of Silver Star and BX Swan Lake will involve some challenges and
give rise to change management issues. At the same time, it would create some synergies and
opportunities. If it is to be undertaken, it is critical that the RDNO fully engage with the members
and officers of the two Departments and develop its plans with their support and agreement.

The challenges include:

e socializing the concept of integration with the members in the two Departments;
e challenges integrating officers from the two Departments into one team;
o effecting full integration of operational practices and procedures; and
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e combining of service areas and equitable management of capital assets and liabilities.

The opportunities would include:

e addressing limited staffing concerns at Silver Star;

e improving the level of service in both service areas;

e opportunities for Silver Star firefighters to access enhanced training and experience;

e creating economies of scale, and possibly avoiding some capital expenses related to
facilities, apparatus and equipment replacement; and

e creating an opportunity to invest in one full-time paid fire chief position to lead the
consolidated Department.

The Consultants would suggest that the RDNO, if it wishes to pursue consolidation of Silver Star
and BX Swan Lake, should consider a three-phased approach:

1. Consultation

a.

Before proceeding with consolidation, the RDNO should first consult with internal
and external stakeholders. This consultation will likely involve one or more
meetings with members from each affected Department, followed by one or more
meetings with the combined membership of both Departments;

The concerns of Department members should be heard and, as far as possible,
addressed or considered prior to moving forward with consolidation;

One or more community meetings should be held to enable any affected
residents to ask questions and have their concerns heard. Electoral Area
Directors could play an important role in this phase; and

All details of the path forward need not be identified prior to effecting
consolidation, but the consultation phase will be critical to the success of the
endeavour.

2. Functional Consolidation

a.

Functional consolidation involves the two departments operating in every
material respect as one unit;

A formal automatic aid agreement, along with related response and dispatch
protocols would be developed so that the Departments would treat incidents on a
combined basis;

Operational Guidelines would be updated and conformed as required;

Personnel (and possibly apparatus) might be reassigned to a different fire hall to
meet operational priorities;

One fire hall would be designated as being a satellite fire hall to the other, and
the Fire Underwriters would be informed of the functional consolidation as well as
the plans for later administrative consolidation;
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Budgets would continue to be managed separately (subject to addressing any
cost issues arising from item 2(d)); and

A plan would be developed to create, over time, a single Fire Chief position
governing the two halls. The existing Fire Chiefs could initially remain in place
for this phase as the consolidation proceeds. A plan for how leadership at the
satellite hall is to be managed over the longer term would be developed in
consultation with Department officers and members, adhering to operational and
administrative best practices.

3. Administrative Consolidation

a.

The two service areas would be consolidated into one, taking into consideration
any capital reserves or significant differences in capital assets and liabilities;?

A single Fire Chief position would be created and filled to lead the consolidated
Department;

A new Department identity would be established; and

A new organizational structure would be created, reflecting the needs of the
unified Department.??

6.3 Fire Chiefs

The RDNO is responsible for appointing the Fire Chiefs of each Department. The Fire Chiefs
report to the Manager of Rural Services, and are responsible for the overall management,
administration, and operation of their respective Departments. The incumbent Fire Chiefs are
long-serving in their current roles.

Each Department’s Fire Chief has primary responsibility for the safe and effective delivery of fire
protection services. Rising standards for equipment and training, growing risk management
concerns, stricter occupational health and safety regulations, and an increased potential risk for
liability are some of the factors that have driven local governments to hold fire chiefs to higher
standards than in years past, and to appoint the most qualified candidate available for the
position. Individuals fulfilling this role are required, first and foremost, to be competent
operational leaders who are skilled and experienced in emergency scene and firefighting
management. Increasingly, however, they must also to be competent administrators and

managers.

21 One possible approach, used by Columbia Shuswap Regional District when it combined fire service
areas, would be to retain existing capital balances for a period of time and expend them on the fire hall in
the region where they were originally raised.

22 A consolidated Department might have two or more deputy chiefs, and at least one of those deputies
might be assigned to the fire hall where the fire chief is not assigned.

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 42



Job descriptions for the position of Fire Chief generally include responsibility for the overall
management and operation of the relevant Department as well as responsibility for leading
Department personnel during emergency and non-emergency situations.

Under RDNO bylaws and policies, the Fire Chief is responsible for the overall management of
Department personnel and for:

e recruitment, retention and training of firefighters and officers;

e leading, disciplining and at times dismissing Department members;

e acting as a Local Assistant to the Fire Commissioner;

e performing the duties of duty officer and Incident Commander;

¢ developing the Department’s annual capital and operational budgets;

e managing budgets, including procurement;

e at times managing capital projects;

e ensuring that training meets or exceeds the Provincial Training Standards for the
Department’s service level;

e supporting Emergency Management; and

e actively managing and participating in occupational health and safety processes,
including the joint committee.

During stakeholder engagements, input was received indicating that for the Fire Chiefs, “there is
more work than time available”. The RDNO’s development of centralized support and
processes has helped sustain the part-time fire chief model to date, but the Fire Chiefs indicated
that the administrative requirements continue to increase and that they cannot properly fulfill
their combined administrative, operational and organizational responsibilities under a part-time
model. The findings in this review support that view.

The three current RDNO Fire Chiefs have all served in their current roles for a number of years.
During their tenure, the administrative and regulatory requirements for which they are
responsible have continued to expand. It is unlikely that the RDNO will be able to attract
gualified replacement candidates without moving to a career model for this position. The RDNO
should:

1. endeavour to retain incumbent Fire Chiefs by creating a full-time paid Fire Chief position
in the near future (this based on the concept of merging BX Swan Lake and Silver Star
into a single Department);

2. plan to create a full-time paid fire chief position for Lumby in the medium term; and

3. commence work on succession planning to develop qualified internal candidates who
would be able to apply for future vacancies in the fire chief roles.

With regard to a full-time fire chief position for the consolidated Silver Star and BX Swan Lake
Department, the estimated population currently served by those two departments is 4,375
(Silver Star [450] and BX Swan Lake [3,925]). Given the seasonal nature of residency in the
Silver Star community, built structures in that community and associated fire risk likely exceed
other communities with a year-round population of 450. The year-round population of Silver
Star is also likely not accurately reflective of the tax base that contributes to payment of fire
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protection costs in the Silver Star service area. If a reasonable multiplier of 2.5 persons per
dwelling unit was applied to the 985 dwelling units at Silver Star, that would indicate dwelling
unit structures in Silver Star adequate to house a population of 2,462.

The Lumby and District Fire Department provides fire protection to a population estimated to be
smaller (3,131), and protects a smaller tax base than the conceptually consolidated Silver Star
and BX Swan Lake fire departments. Notwithstanding that, Lumby provides Interior Operations
level fire protection to commercial and light industrial properties, involving fire protection
complexity not found in bedroom communities. Like BX Swan Lake and Silver Star, Lumby is
required to develop and keep updated pre-fire plans for complex buildings. Unlike the other two
RDNO fire departments, the Village of Lumby is required to conduct regular fire inspections of
public buildings. The Village of Lumby currently addresses that obligation by engaging a third-
party contractor to conduct fire inspections.

The Consultants observed no effective connection between the contracted fire inspection
service and the Lumby Fire Department that would support the Department’s development of
pre-fire plans, nor any feedback from the pre-fire planning process that influences re-inspections
or inspections between those that are regularly scheduled. This is a missed opportunity. The
Department and the Village of Lumby could realize synergy by having the fire department
conduct regular fire inspections (as well as re-inspections and drop in inspections at problem
buildings), and funds saved from discontinuing the contracting out of that work could be used to
partially offset costs related to a full-time fire chief position.

6.3.1 Financial Impact of Full-time Fire Chief Recommendations

While the recommendations to create two full-time fire chief positions is not based upon the
ability of service recipients to pay the associated costs, the cost impact of actioning those
recommendation should be examined.

For context, a 1% increase in fire protection taxation in the Silver Star service area would
generate an additional $4,581.2 A 1% increase in fire protection taxation in BX Swan Lake
would generate an additional $9,311. A 1% increase in fire protection taxation applied across a
consolidated service area (Silver Star and BX Swan Lake) would generate an additional
$13,892 for the consolidated departments. The effect of that increase of course would differ
based on the assessed value and taxation classification of each property.

Creation of one full-time fire chief position to lead the consolidated Silver Star and BX Swan
Lake departments would require an estimated $70,000.2* An increase of $70,000 would
represent an increase of 5.2% to the overall fire protection tax allocation in the consolidated
service areas. That would equate to an annual increase of $21.20 per dwelling in the annual
fire protection tax levy.

23 Calculations for 1% tax increases are based on 2024 budget and tax allocation figures.

24 The cost of a full-time Fire Chief position to lead the consolidated Silver Star and BX Swan Lake
departments is estimated based on current RDNO salary range policy (est. $85,000 annual salary plus
estimated 20% load), net of %2 of the stipends currently paid to two fire chiefs, and net of % of the hourly
wages currently paid to two fire chiefs.
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A 1% increase in fire protection taxation in the Lumby and District service area would generate
$6,300. The effects of creating and funding a full-time fire chief position to lead the Lumby and
District Fire Department, based on calculations similar to those used in the consolidated Silver
Star and BX Swan Lake example, and net of the $6,000 currently paid by the Village of Lumby
for contracted fire inspection services, would be a 10.5% increase in taxation related to the
service, or $30.12 annually per dwelling.

The estimated per dwelling costs outlined above do not take into consideration the tax
contribution paid by commercial and industrial properties. Taxation applied to those properties
would involve a higher tax rate than what is applied to single family dwelling properties, and
potentially higher assessed values. The presence of commercial or industrial properties, as in
the Village of Lumby, will have a reducing effect on tax increases applied to single family
dwelling properties.

Table 6: Projected impact of full-time fire chief positions

Fire # of 2023 Tax Service Net Impact of (% Increase |(Est. Annual
Protection |(Dwellings |Allocation [Charge per |Full-time in Tax Tax Impact
Area Dwelling Chief Allocation |per Dwelling
Position**

Lumby 861 S 283,138 |S 328.85

Rural Lumby 1264 S 328518 |S 259.90

Combined 2125 S 611,656 |$ 287.84 | S 64,000 10.5% S 30.12
BX Swan Lake| 2317 S 899,638 |S 388.28

Silver Star* 985 S 444,821 |S 451.59

Consolidated| 3302 $1,344,459 | $ 407.17 | $ 70,000 5.2% S 21.20

*# of parcels designated as residential
**assuming the Village of Lumby redirects the $6,000 currently allocated to contract fire inspections and
investigations

With the costs of creating and filling two full-time fire chief positions outlined above, the matter
of the potential impact of not actioning those recommendations should be examined. This
report outlines the changing nature of fire services, in particular:

o Where POC Firefighters are utilized. The need for consistent and effective leadership is
becoming more critical to the recruitment and retention of a new generation of
firefighters who are less likely to invest time where they don’t feel they are well-led,;

¢ In all three fire protection service areas, the RDNO has had the benefit of long-term
competent leadership in the three fire chief positions. The next generation of RDNO fire
chiefs will most likely not take on those roles for less than full-time compensation;

e There are looming change management challenges that the RDNO s likely to
experience after the current long-service fire chiefs move on. The impact of those
changes can be lessened by engaging two of the incumbents with improved recognition
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and compensation, to help transition leadership changes over a longer time period than
would occur otherwise;

e Leading through the considerable management of change related to the consolidation of
Silver Star and BX Swan Lake fire departments will require the time, consistency and
leadership competence of a full-time fire chief; and

e The need for a full-time fire chief in Lumby is indicated by the recommendation that the
Village meet the intent, not only the letter, of the requirement to undertake regular fire
inspections, and that the inspection program support development and maintenance of
pre-fire plans. fulfilling the needed connection between a fire inspection program and fire
suppression activities.

For each of the above-noted aspects, there are potential negative consequences of not
proactively actioning the recommendations to create two full-time fire chief positions.

6.3.2 Regional Fire Chief

During stakeholder input gathering sessions, the concept of creating a regional fire chief
position arose. Conceptually, a managerial position could be created within which the higher
level responsibilities of fire chiefs could be consolidated. That position could be designated as a
Regional Fire Chief, and the responsibilities and authorities of current fire chief positions could
be downgraded, with those positions becoming Station Chiefs, District Chiefs, or some other
level subordinate to the Regional Fire Chief.

A 2016 third party report commissioned by the RDNO recommended that, “as a high priority’ the
District consider hiring a Fire Services Coordinator with the appropriate balance of senior
management leadership skills, together with fire service knowledge and experience, to lead the
implementation of a change process and bring a new District approach to the governance,
administration and support of the Departments.”” The Fire Services Coordinator role
envisioned by that recommendation was a person who primarily had local government
administrative competency, and secondarily possessed fire service knowledge and experience.

The RDNO responded to the above-noted recommendation by creating and filling a Protective
Services Manager position to liaise with fire departments. That role has morphed into what is
today the RDNO Rural Services Manager position, to whom the three Fire Chiefs report. The
Rural Services Manager role performs the same or similar role that would be performed
conceptually by a Regional Fire Chief — albeit that the latter position may also be given certain
operational responsibilities during major incidents.

The question of whether or not to create a Regional Fire Chief position persists. The perceived
benefits of a Regional Fire Chief position would include financial efficiency (the creation of one
full-time paid position rather than two or three paid positions), the centralizing of RDNO
decision-making and point of contact for fire services, and the elevating of the role of the
Regional Fire Chief to being more strategically and less operationally focussed than the three
current fire chief positions.

25 Report on Fire Service Training and Administration Review (2016), David Mitchell & Associates Ltd.
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Conceptually, a Regional Fire Chief position could potentially provide results similar to the
creation of general manager positions in other local government service areas, such as
Finance, Engineering or Development Services. However, due to the nature of fire services and
the individuals who thrive in that element, a Regional Fire Chief position is not recommended.
Some factors influencing that recommendation include:

1. The organic growth of the three Departments is likely to make the members resistant to
that level of centralized direction and control.?® That nature (or culture) of fire
departments is borne out of the risk and shared perception of risk that defines a
firefighting team as being different from a work team delivering a different local
government service. Fire culture is intertwined with paramilitary structure, adherence to
operational guidelines and established methods of operation, and strong, empowered
team leadership akin to the captain of a ship. The captain of a ship needs to be on
board the ship with the crew in order to be an effective leader, not on shore.

2. Experience in the fire service indicates that firefighters will not follow a leader who is not
demonstrably competent in matters of firefighting. That means that for a Regional Fire
Chief to be successful in securing the followership of fire department members, the
incumbent will have to have come through the ranks of firefighting, and be first and
foremost a competent fire officer. A person who can lead firefighters based on their prior
success as a firefighter might not necessarily succeed as a local government manager,
and vice versa. The skillsets are different, and therefore the pool from which to draw a
candidate would be shallow.

3. Fire protection services are provided on a 24/7 basis, and fire service leaders, especially
in the Volunteer/POC sector, must embrace the demands that come with that. Many
local government jobs require a commitment of 37.5 hours per week, while some require
more to attend after-hours meetings. Fire services are provided 168 hours per week.
Every week. Any fire chief, regional or otherwise, who has come through the ranks of
firefighting will live and work on a 168-hour week basis, which will at times challenge the
ability of that individual to engage with local government peers who focus their efforts
into a 37.5 work week. Conversely, a Regional Fire Chief who is not available to support
fire departments 168 hours every week will not succeed in leading the fire group.

4. The skillsets, reflected in the above points that lead to some firefighters succeeding and
ascending to leadership roles in the fire service, do not align with the skillsets that lead
to success in other local government service areas. For that reason, it is uncommon for
a fire service leader to thrive in local government leadership, yet to succeed as a
Regional Fire Chief, the incumbent must be successful in both arenas.

It would be challenging to find a candidate who fulfilled both the operational and fire leadership
requirements, at the same time as possessing the local government managerial and
administrative skillsets. The recommended organizational structure is the one currently in use
by the RDNO, where the centralized support is primarily administrative in nature with an

26 |t should be noted that some regional districts have succeeded and others have struggled with the
creation of this type of role, as opposed to a role that is more administrative in nature.
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oversight capacity. The Fire Chiefs report to a professional manager who is capable of
supporting and providing oversight of the Departments’ regulatory requirements, while at the
same time engaging effectively with local government systems and structures.

6.3.3 Department Training Officers

As noted above, the RDNO’s current model for managing training involves the use of a full-time
Regional District Training Officer (“RDTQO”) who coordinates the use of the FTC, acts as the
RDNO Training Officer, is intended to coordinate the efforts of the individual Department training
officers, and engages with the public on fire safety education matters. Each Department has a
member designated to act as its training officer.

During stakeholder engagement sessions, some stakeholders expressed a need for full-time
paid Training Officer positions within the Departments. The Consultants observed that the
working relationship between the RDTO and the Departments has not yet fully developed. This
working relationship should be enabled to develop over time. If at some point in the future it is
determined that additional full-time training staff resources are required, the RDNO should look
first to adding those staffing resources in the centralized training department rather than within
individual Departments, so as to maximize a broader use of critical resources.

6.3.4 Fire Inspections and Pre-Fire Planning

Fire inspections and pre-fire planning are both components of an effective fire safety program.
Municipal governments are required by legislation to conduct regular fire inspections in public
buildings. This requirement does not apply to regional district governments, nor is it expected to
become an obligation of regional district governments when the new Fire Safety Act comes into
effect. Given that, the only area within the RDNQ’s fire protection service areas where regular
fire inspections are required is within the Village of Lumby. The Village of Lumby appears to be
addressing that commitment by way of contracting a third party for fire inspection services. The
regular fire inspection program in Lumby was not reviewed by the Consultants to ascertain the
frequency of inspections, if re-inspections are undertaken, or if inspections are undertaken
between those scheduled, in response to concerns expressed by community members or
observed by the fire departments.

RDNO departments are however obligated by way of the BC Minimum Training Standard to
develop and maintain pre-fire plans for complex buildings. The Consultants observed a range
of compliance with this obligation across the three RDNO fire departments. Aside from being a
regulatory requirement, an effective pre-fire planning program can enhance fire protection and
firefighter safety.

In terms of practical execution, there is considerable overlap between regular fire inspections
and pre-fire planning. Both require skilled personnel making entry into structures, assessing
aspects of fire safety, and collecting pertinent information. The programs differ in that during
pre-fire planning, fire officers develop action plans specific to each structure. These action
plans can be utilized during familiarization training and during actual fire responses to those
buildings. The separation of the fire inspection program from the pre-fire planning process in
the Village of Lumby seems a missed opportunity for those programs to be mutually supportive.
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The RDNO should undertake a gap analysis of pre-fire planning processes in each of the three
fire protection service areas, and address any shortcomings found.

6.3.5 Operational Guidelines

Operational Guidelines (“OGs”) represent a critical element in fire department operations and
corresponding training. They also are necessary to address regulatory requirements and best
practice standards. Under Part 31 of the OH&S Regulation, certain operational guidelines are
mandatory. Based on best practice it is standard for fire departments to address principal
functions and responsibilities through operational guidelines. Well-constructed OGs, properly
applied, can serve to limit various forms of liability, both for the local government itself as well as
for individual department officers and members. In a situation like that of the RDNO, a
considerable percentage of OGs can be standardized across the three RDNO Departments,
lessening the administrative workload on fire chiefs and standardizing practices across the three
departments.

From the RDNOQO’s perspective, a complete and largely standardized set of OGs for its three
Departments will improve oversight and reduce risks and uncertainties. From the Departments’
perspective, provided the OGs properly reflect their operational requirements, a centralized set
of OGs can provide clarity in direction and guidance that is needed when responding to
emergencies, and unable to seek direction on matters.

OGs serve both administrative and operational requirements. On the administrative side,
various processes (e.g., recruiting of new members; management of vacations or time-off;
management of remuneration and benefits; reporting lines; etc.) can be defined. There should
be some flexibility here, with allowances made for variation from Department to Department. In
addition, the administrative OGs need to address various regulatory requirements, such as
apparatus and equipment maintenance, occupational health and safety requirements, and
similar matters.

Operations-related OGs are critical. Such OGs reflect and guide fire department responses
during time-impacted, life-threatening emergencies. They define safe and effective work
processes, to ensure the safety of fire department members and the public. Some operational
OGs are specifically mandated by WorkSafeBC, and therefore must reflect specific regulatory
requirements. It is essential that fire chiefs participate in the creation of OGs, even if they are
standardized across the RDNO departments, and agree to the content of any centralized set of
OGs, to ensure that the adoption goes smoothly, and the resulting OG set meets the needs of
each department. A working group could be created, including the Fire Chiefs, to undertake a
review of existing OGs and consideration of revisions, as well as new OGs.

OGs need to follow a consistent structure, and to be dated and signed by the fire chief (or other
approving authority). The content of an OG represents the authorized boundaries within which
fire department personnel will operate. Those boundaries:

o should enable desired action in real time in response to a range of anticipated
emergency situations;

o should define the outer limits of fire department actions beyond which personnel are not
authorized to act. These outer limits need to be based on the declared service level, the
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actual training levels of a department’s personnel, the nature of the emergency and the
apparatus, equipment and staffing available in connection with the response;
must be supported by the authority provided to the fire chief (and incident commander)

by the AHJ;
should not be in contradiction to bylaws or policy of the AHJ;
must not be in contradiction to any law or regulation; and

must address all mandatory elements required by legislation and regulation.

In 2023 the Fire Chiefs’ Association of BC developed for use by its members a template set of
OGs. This FCABC template set represents an industry best practice, and could be used by the
RDNO as a base line against which the completeness and currency of RDNO fire department
OGs could be assessed.

6.4 Recommendations

20

21

22

23

24

25

26

Recommendation

Consolidate Silver Star and BX Swan Lake into one department
— undertake a phased approach.

Create a full-time paid fire chief position for the consolidated
Silver Star and BX Swan Lake department.

Create a full-time paid fire chief position for the Lumby and
District fire department.

Add a support staff position to the RDNO'’s Fire Training function
in order to respond to increased workloads, and support Fire
Department Training Officers.

Develop and implement a succession planning process to
develop qualified internal candidates for officer and fire chief
roles.

Undertake a gap analysis of the existence, currency, and adequacy
of pre-fire plans in each service area relative to those required in
each service area. This gap analysis will inform future work.

See recommendation #26

Develop and implement an action plan to develop or update
required pre-fire plans in each service area. A timeline should be
identified for implementation of such plan.

Timeline or
Trigger

Short term

Short term

Long term

Not before 2025,
and only to be
considered after
Departments are
fully utilizing the
RDTO function,
and further
success is limited
by capacity

Medium term

Medium term

Long term
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Recommendation

See recommendation #25

27 Undertake a gap analysis of Operational Guidelines (OGs) from
each of the three RDNO fire departments.

See recommendation #28

28 Based on findings from the OG gap analysis review, revise existing
OGs and develop new ones to establish a complete set of RDNO
fire department OGs, with specific OGs for each department where
warranted.

See recommendation #27

Timeline or
Trigger

Medium term

Long term
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7. Fire Department Staffing

7.1 Time Requirements

As previously indicated in this report, the continued viability of the POC model is dependent
upon managing the time commitments that are imposed on Department members as a result of
their ongoing involvement in the Departments. There is, in fact, somewhat of a “sweet spot” for
POC members: enough emergency responses to enable them to use their training, and keep
up their interest in the service, but not too many that it becomes cost- or time-prohibitive. The
RDNO’s work in developing a centralized administrative structure has already helped to
alleviate some of the administrative burden on Departments and their members and officers —
and better use of the existing system could reduce that increasing burden even further.

Going forward, in order to sustain the use of the POC model, the RDNO should:

e reduce as much as possible the administrative workload and related time commitment
for Department members, enabling the focus of their efforts, as much as is possible, on
training and emergency response;?’

¢ eliminate as much as is possible the time required of firefighters to respond to non-
critical calls for service, perform apparatus, equipment and fire hall maintenance, and
complete “paperwork”;

e provide compensation for firefighters’ time that is competitive with their other
employment, and helps them feel valued; and

e continue to support the sense of “Team” at the Department level.

7.2 Residences

During stakeholder input sessions at BX Swan Lake, the Consultants were informed that
housing affordability precluded many firefighters from living within the Department’s service
area. The following map indicate the general locations of firefighters’ residences in relation to
their fire halls.

27 Most POC Firefighters get involved in their Departments out of a passion for training, emergency
response, camaraderie, and community service, not out of a desire to perform administrative work.
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Figure 13: Firefighter residences related to fire halls

This map indicates that, in Silver Star and Lumby, many firefighters’ residences are clustered
close to the fire halls, which facilitates faster response times after work hours and on weekends.
However, many of the firefighters assigned to BX Swan Lake fire hall live a considerable
distance from the fire hall, likely impacting response times.

Housing, being a complex and expensive issue, is likely not something that the RDNO can
assist firefighters with. The RDNO should attempt to recruit firefighters who live or work close to
RDNO fire halls, and should remain watchful for opportunities to support firefighters in
accessing affordable housing within their service areas.

7.3 Compensation

The issue of compensation for POC members was central to many of the stakeholder
engagement sessions conducted by the Consultants, and was the highest concern in sessions
conducted with members of the BX Swan Lake and Lumby Departments. Firefighters indicated
that they “volunteer a lot of unpaid hours” to the fire departments, and will continue to do that,
but when they leave their home or work to attend training or respond to emergencies, they want
to be compensated for that time at hourly rates of pay commensurate with the rates of pay paid
to other RDNO employees performing similar work.

Table 7: Current and past wage rates

Position 2024 2023 2022 2021 2020

Fire Chief $25.64 $24.65 $24.17 $23.70 $23.24
Deputy Chief $24.36 $23.42 $22.96 $22.51 $22.07
$23.07 $22.18 $21.75 $21.35 $20.90
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Position 2024 2023 2022 2021 2020

$21.77 $20.93 $20.52 $20.12 $19.73
Firefighter $20.53 $19.74 $19.35 $18.97 $18.60

The table above indicates that the RDNO increased compensation rates for Department
members by 2.0% effective April 1, 2023, and has committed to a further increase of 4%
effective January 1, 2024 (included in the table above), and a further 4% effective January 1,
2025.

Firefighter comments on the matter of hourly compensation rates included:

o fair pay equals respect;

e pay raises have been provided to other RDNO employees in the past, and not to
firefighters;?® and

e pay rates should reflect the skills/qualifications required.

The modern local government fire service has its roots in the tradition of volunteerism. While
the purely volunteer fire department is all but gone, there remains today strong elements of
volunteerism in both the Career and POC sectors.

Local governments in BC are responding to changes in the POC sector that involve:

e increased demands on firefighters related to:

o the requirement for certifications and compliance with more clearly defined
training and operational requirements;

o increases in calls for service;

o increased complexity in equipment management, maintenance and procedures;

o increased administrative requirements (for chiefs and officers);

e societal changes, including involvement in fire departments based less on community
and social values and more on desire for professional development, desire to make a
meaningful difference, and the value proposition of being compensated for time served,

o shorter length of time that members are involved in fire departments, resulting in higher
turnover; and

e changing community expectations: Rural residents often expect services at levels
similar to those enjoyed in municipalities and do not differentiate between career and
POC fire service delivery models.

Compensation approaches for POC firefighters vary between jurisdictions. In some cases, call
out and training rates are a flat amount; in others, a rate of pay (sometimes tied to qualifications)
is established; others use a stipend system (sometimes combined with hourly rates) and in
others, a benefits package is used rather than hourly compensation or stipends. Some regional

28 The 2% increase implemented in 2023 was consistent with increases to rates of pay for other RDNO
employees, and the recently announced 4% increases are also reported to be consistent with
compensation rate increases for other RDNO employees.
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districts combine these approaches. The RDNO’s current compensation involves hourly wages
for firefighters, and stipends as well as hourly rates pay for officers and chiefs.

The hourly rates paid to POC Firefighters are often lower than the rates that local governments
pay to, say, outdoor labourers. This lower rate of pay reflects the fact that the POC firefighter
sector is in transition from the pure volunteer system. Compensation rates, in part, reflect partly
a form of honorary recognition and partly compensation for the work. Increasingly, local
governments are now canvasing other jurisdictions to determine the “going rate” before
considering adjustment of their own compensation approaches accordingly.

The compensation landscape for POC departments is in flux. In 2023, POC members for the
Municipality of North Cowichan were organized by the Canadian Union of Public Workers
(“CUPE”), a trade union. This is the first instance in BC of a POC department being organized
into a trade union bargaining unit. CUPE and North Cowichan recently ratified their first
collective agreement, setting hourly wage rates and other compensation matters that exceed
the norm for most POC departments in BC. Council for the neighbouring City of Duncan more
recently adopted a policy of wage rate parity with North Cowichan, establishing what is viewed
by some as a new standard for POC Firefighter compensation in the province.

Given these changes, the approach of recognizing the contribution of POC Firefighters with
hourly wage rates for some activities and/or stipends, may diverge from what appears to be the
emerging trend in this sector that involves paying hourly wages with no stipends. Furthermore,
the method commonly used by local governments of canvassing comparator communities to
establish one’s own compensation rates may not capture the effect of this emerging trend, and
should not be relied upon solely when considering compensation rates.

RDNO fire department members, especially those in BX Swan Lake and Lumby, have indicated
quite definitively their desire for higher hourly rates of pay during training and while responding
to emergency calls. The RDNO reported during the SWOT Analysis process that they have
never heard concerns expressed by constituents about the cost of fire service, indicating that
there may be ability, if not willingness, for constituents to pay more for fire protection service if
compensation rates need to be increased. Lastly, firefighters generally appear less likely than
in previous generations to accept that compensation rates are set by the employer without their
input into the process. People are more interested today in being involved in the making of
decisions that affect them. The RDNO should undertake a review of hourly rates of pay for
POC members, taking into consideration current trends, and engage with the RDNO'’s
Department members in the process.

7.4 Recognition

During stakeholder engagement sessions, input was received on the matter of recognition and
inclusion of Department members and officers within the RDNO team. As mentioned earlier,
the development of a Protective Services department, and the redefining of roles and
responsibilities, have left some Department members uncertain about how and where they fit in.
While they understand their fire department structure, they are less sure of how they and their
Departments fit into the revised RDNO structure.
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The RDNO has taken steps to include Department members by involving them in RDNO
operational matters and internal communications. The RDNO could take further steps,
including:

e establishing recognition events for career milestones for Department members;

e ensuring that Department members are included in employee social functions
organized by the RDNO for their employees;

e ensuring regular, periodic on-site attendance by Protective Services staff at individual
Department events;

o RDNO staff and elected officials attending Department-organized events (e.g., social,
fire prevention week, recruitment drives, fire hall open houses, etc.); and

e establishing a practice of exit interviews to learn from outgoing Department members
what matters can be improved to support firefighter retention.

7.5 Representation

The Consultants observed the absence of an effective method for the RDNO’s POC Firefighters
to interact with the RDNO on non-operational matters. The operational chain of command is not
the ideal communication path for all matters that might be discussed between an employer and
its employees. Matters such as recognition and compensation might be best discussed by the
RDNO with representatives of the firefighters, whether that be a firefighters’ association or a
committee of representatives selected by the firefighters to represent them in engaging with the
RDNO on no-operational matters. The RDNO could benefit from such a committee through the
consolidation of the voice of firefighters into several committee members, and those committee
members could also act as a communication conduit from the RDNO to firefighters on non-
operational matters.

Such a committee might be called the RDNO and Firefighters Liaison Committee, might meet
guarterly, and at the first meeting the committee members should collaborate on establishing a
terms of reference for the committee.

7.6 Recommendations

Recommendation Timeline or
Trigger
29 Undertake a review of firefighter compensation rates and Short term

structure, taking into consideration current trends in the sector,
and engaging the RDNO’s POC Firefighters in the process.

30 Adopt a POC Firefighter compensation policy that sets out hourly Short term
wage rates, establishes a mechanism for annual rate increases,
includes a provision to check the broader market every four years,
and enables POC Firefighter participation in the process of
adjusting compensation methods and rates.
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Recommendation Timeline or
Trigger

31 Establish procedures to recognize career milestones for Short term
firefighters and officers.

32 Ensure that firefighters continue to be included in social functions Short term
organized by the RDNO for their employees.

33 Establish process to involve RDNO elected officials and senior Short term
staff in Department-organized events.

34 Establish a process for exit interviews of firefighters leaving the Short term
departments, to capture retention factors that influence those
departures.

35 Establish an RDNO and Firefighters Liaison Committee for the Medium term

purpose of discussing non-operational matters that might include
firefighter recognition, compensation, and social event planning.
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8. Response Model

8.1 Evolution of the Fire Service Model

Outside of the major urban centres, the development of fire services across the province has
broadly followed a recognizable path. Historically, most fire services developed as volunteer
undertakings, in many cases operated by societies or improvement districts.?® Over the past
thirty years, as the regulatory and administrative requirements impacting the fire service have
become increasingly demanding, there has been a shift from society- and improvement district-
operated departments, to departments operated by regional districts (and municipalities). As
local governments increasingly embraced the challenges of operating fire departments, the
move to using career staff to ensure proper oversight and management — a process
experienced in the RDNO — has become commonplace. This evolution has included the
expected growing pains and given rise to various change management issues as well.

For individual fire departments, there tends to be a natural evolution: a department expands
and changes in response to the growth of its local community and area risks. The usual path
will see one or more career officer positions created, followed by career administrative support
and then career positions in training and fire prevention. At the firefighter and non-career officer
level, the transition has been from a volunteer-based system to the POC model. Compensation
approaches in the POC model have varied, and included one or more of the following:

o flat rate payments for call-outs and/or training;

e hourly remuneration for call-outs and/or training;

e hourly or set rates for weekend training sessions;

e stipend amounts for certain officer positions;

o hourly rates for required administrative work (e.g., sitting on the department’s joint OH&S
committee); and

¢ some level of benefits, ranging from basic life insurance coverage to full extended
medical and dental benefits.

The POC model (like the volunteer model) has some weaknesses, however, which tends to
become more evident as the local community grows and demands for service increase. Many
volunteer and POC departments find it challenging to staff responses during the daytime on
weekdays. Members tend to be at work — and in some cases they are employed outside of their
community — and are either unable to leave, since the employer will not permit it, or cannot
afford to leave, since they will lose their regular wages and the compensation paid for
responses is insufficient to make up for their wage-loss.

This potential weakness in weekday coverage often prompts the next stage of evolution, which
might involve implementation of one or more of the staffing models discussed below.

29 In 1989, some 89 improvement districts provided fire protection services; as of 2022, this number was
down to about 27. Most such services have been taken over by regional districts.
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As the POC model typically relies on members responding to the fire hall when paged to an
incident (whether from home or work, or possibly from social activities) there also is an
unavoidable response delay compared to career departments, where members are stationed in
the hall. These response delays can be compounded during times when the percentage of
POC firefighters who are not available to respond is highest.

8.2 Duty Officer

As mentioned above, a duty officer program involves assigning a department officer to provide
on-call coverage during a set period of time, often on a nightly, weekly or weekend basis. Duty
officers are usually assigned a department vehicle. Duty officers receive call outs from Fire
Dispatch for incidents that do not require an immediate response of firefighters, and investigate
those matters or provide direction to Fire Dispatch about call out of other Department resources.

Where duty officer programs are used effectively, qualified duty officers reduce the number of
call outs for Department members, relieving pressure on the POC model and reducing
associated costs.

8.3 Duty Crew

Similar to Duty Officer staffing, a department can assign a limited number of personnel to
provide on-call coverage for initial response to incidents. This can have the effect of giving
other members a break from responding to every page out, and from the feeling of being on call
24/7. Rotating duty crew coverage can involve rotation of the relief from responding to first
alarm page outs, contributing significantly to firefighter wellness. The use of a Duty Crew can
also contribute to avoiding over-response to calls that require fewer resources, such as FMR
calls. Duty Crews are sometimes compensated at a rate that reflects the on-call nature of the
assignment.

The RDNO could establish a Duty Crew program, and alter the dispatch matrix to establish first
and subsequent alarms. First alarms being to only those members who are on the assigned
Duty Crew.

8.4 Staffing During Critical Times

The POC model relies on sufficient members responding when paged to an incident. As noted,
staffing responses can be problematic during weekdays. During critical times, relying on
available members to respond from home or work may not be adequate.*® Critical times might
include:

e during extreme weather events;

e during times of extreme wildfire risk; and

e during times when the risk of fire is higher than ordinary (ex. Halloween, long weekends,
during festivals or other large community events).

30 The RDNO has implemented on-duty staffing at critical times in the past.
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During critical times the RDNO might engage a crew of two, three, or four firefighters to be on
duty at the fire hall. Those firefighters would be compensated for being on duty, and could
perform maintenance and other work around the fire hall while being ready to respond to
emergency incidents.

8.5 Daytime Staffing

As noted above, the POC model is usually at its weakest during weekdays. Members are
commonly at work, and/or out of the service area, often resulting in daytime responses having
the lowest turn out for calls. Daytime hours are also the times when calls for service are among
the highest. As a result, some of the highest demand times for service coincide with the lowest
availability of Department members, which may adversely affect a Department’s ability to
respond effectively, particularly to major incidents.

If a Department’s response availability falls below acceptable levels, the RDNO will need to
consider options to address the situation, which may include:

e accepting that there may be limited or no response to some calls for service —i.e., living
with an identified risk;

e better managing call volumes — particularly those, such as FMR, which are the primary
responsibility of another agency;

e improving partnering with neighbouring jurisdictions to enhance coverage during times of
shortage;

e extending the duty crew concept to include weekday responses. Members who can
leave work (or are at home), are on the duty crew and compensated for making the
commitment to respond to weekday call outs. This approach can help ensure an initial
response. Since most incidents (e.g., medical calls, MVIs, etc.) do not typically require a
large contingent, it then reduces the impact of false alarms, or over-paging of members
for smaller incidents that do not require a full department response.

o if having an identified duty crew available to respond to the station when paged is not
adequate to meet the needs of the Department (if, for example, duty crew members do
not live close to the fire hall), the Department could require the duty crew to be at the fire
hall, prepared to respond to calls for service. In this case the duty crew would be
compensated hourly, and could undertake routine department work while not responding
to calls.

8.6 Work Experience Programs

Some fire departments have had success utilizing work experience programs (“WEP”). WEP
involve firefighters in training being stationed at a fire hall, performing work and responding to
calls for the Department. The value proposition for firefighters in training is that the WEP can
offer them work experience, formal training, and some compensation.

WEP work best in situations where Departments have facilities adequate for housing firefighters
in training, and where Departments have adequate on duty officers to guide, supervise and train
the firefighters. The RDNO Departments do not appear well-suited to take advantage of WEP
at this time.
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8.7 Career Staffing

Where increased area risks, population growth and growing call volumes lead to unacceptable
strains on the POC model — such that incident responses cannot reliably be staffed, or the risks
from inadequate or delayed responses are considered too great — the final alternative is to move
to career staffing. As noted above, it is common to first move to day-time career staffing, as a
department evolves, which provides initial response coverage during the period when the POC
model is at its weakest. As call volumes and risk continue to increase, it then can lead to
creating an initial career response on a 24/7 basis: this is the process that Squamish, Sooke
and Pitt Meadows have gone through or are in the process of going through.

The financial implications of such a transition are material. Putting four career firefighters on
duty 24/7 will result in labour costs exceeding $2.0 million. 3!

There is no indication that the RDNO will be required to consider career staffing of its fire halls
in the next ten years.

8.8 Cooperation with Neighbouring Jurisdictions

The scope of work for this project involved primarily an internal review of the RDNQO’s fire
protection services to inform a new Strategic Plan. The Consultants would be remiss not to
point out opportunities for the RDNO to enhance its partnering with neighbouring local
governments and private sector entities to improve fire protection service delivery and help
preserve its POC model.

Figure 14 below indicates the fire resource environment within which the RDNO operates. By
comparison to many areas of the province, it is relatively fire resource-rich. Firefighting
facilities, resources and personnel operated by other local governments are located in
Armstrong, Vernon, Coldstream and Lavington. All are close enough to be utilized (and
supported) by the RDNO Departments through the existing mutual aid agreement, and in fact
from time to time area departments are called upon to support one another.

31 |t takes between 20 and 22 career firefighters to provide four-person staffing on an engine on a 24/7
basis.
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Figure 14: RDNO resources
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There is potential for the RDNO to work with its neighbouring jurisdictions to improve
operational and functional coordination between the various departments. If two or more local
governments in the North Okanagan area partnered in an automatic aid agreement or other
similar agreement to provide fire protection utilizing a sub-regional deployment model of shared
resources, the results could include:

¢ enhanced fire protection service;

e improved coverage during times of reduced firefighter availability;

e the potential for improved Fire Underwriters ratings service in areas with poor ratings
or which are not currently recognized; and

e potential avoidance of some capital replacement and expansion costs.

Similarly, an opportunity might exist for the RDNO to partner with Silver Star Resort to enhance
fire protection and associated services. Silver Star Resort may have financial resources and
staff, both of which might be able to be engaged to enhance the staffing and resourcing of the
Silver Star Department. This opportunity should be explored.

8.9 Recommendations

Recommendation Timeline or
Trigger
36 Review and revise as necessary the response model utilized by Short term, and
departments to specific types of calls for service. regularly
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Recommendation

Timeline or
Trigger

37

38

39

40

41

42

43

Develop effective use of the Duty Officer model. Consider the
potential for one RDNO Duty Officer to cover all three RDNO
Departments.

Develop the use of a standby Duty Crew, not at the fire hall, but
able to respond to the fire hall within a prescribed amount of
time.

Develop the use of a standby Duty Crew at one or more fire
halls.

Staff one or more fire halls during critical times.

Staff one or more fire halls during Monday to Friday day shifts.

Staff one or more fire halls 24/7.

Explore opportunities to develop deeper partnership relations
with one or more neighbouring local government fire
departments, and with the Silver Star Resort.

Short term

When during day
time, or other
times, fewer than
3 personnel
regularly respond
to calls

When, during day
time or other
times, response
is inadequate,
and utilizing a
Duty Crew
responding from
home model does
not provide an
adequate
response

At times when
operationally
required

When response
to calls is
inadequate, and
Duty Crew
methods are not
effective

When the POC
model cannot
provide adequate
response to calls
at all times

Medium term
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9. New Emergency and Disaster Management Act
and Pending Regulations

The new EDMA was proclaimed in force on 8 November 2023, replacing the Emergency
Program Act (the “EPA”). The new Act is long (some 185 pages, and seven times more
sections than its predecessor), complex and prescriptive. It is the Province’s attempt to
implement the Sendai principles of disaster management (which were technically adopted in
2018), as well as the UNDRIP principles®? within the context of disaster management. The
Province is in the process of developing the implementing regulations (which is expected to take
until 2025 to be completed), including new regulations governing local authorities’
responsibilities (which includes local governments)® and disaster financial relief. Comment on
these first two new regulations was open until 31 January 2024.3*

The EDMA’s four phases of emergency management comprise:3®

e mitigation phase (where risks are identified and actions taken to remove or reduce
hazards);

e preparation phase (where measures are taken for the purpose of establishing the
knowledge, capability and capacity to anticipate, respond to and recover from the
adverse effects of an emergency);

e response phase (where actions are taken to respond to an emergency); and

e the recovery phase (where actions are taken to recover from an emergency).

Under the EDMA, there is an increased focus on risk identification and mitigation efforts. While
those concepts existed in the EPA, they are now more central to local governments’ obligations.
Local governments will need to undertake formal risk assessments combined with mandatory
business continuity planning, and will be expected also to mitigate risks that have been
identified. There is now a mandatory obligation to consult and coordinate with other local
authorities. More significantly, that obligation now extends to Indigenous peoples, and there will
be a requirement that local governments “make reasonable efforts to reach agreement ...with
each Indigenous governing body that acts on behalf of Indigenous peoples whose traditional
territory or treaty area includes an area that is within the jurisdiction” of the local government.®

32 United Nations Declaration on the Rights of Indigenous Peoples.

33 See: https://engage.qgov.bc.ca/app/uploads/sites/863/2023/09/B.C.s-Modernized-Emergency-
Management-Legislation-Requlations-for-Local-Authorities.pdf

34 QOriginally, the closing date for comment was 31 December 2023. It has been extended to 31 January
2024. See: https://engage.gov.bc.ca/emergencymanagementregulations.

35 EDMA, s.3.

36 Mitigation and Preparation are covered in Part 4 of the EDMA; see in particular ss. 51 (Risk
Assessments), 53 (Business Continuity Plans), 54 (Consultation and Coordination with Local Authorities)
55 (Consultation and Cooperation with Indigenous Peoples), and s. 179(7). See also section 120.
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The Province may now order local governments to undertake (at their expense) directed
mitigation and preparation measures if the Minister considers such measures are necessary.®’

The transition provisions found in Part 12:38

o deem existing local government emergency plans to be an “emergency management
plan” for the purposes of the EDMA,;

¢ deem any existing “emergency management organization” established by a local
government under the EPA to be an emergency management organization for the
purposes of the EDMA; and

¢ deem any prior delegation of powers by a local government to an emergency
management organization under the EPA, to be a “designation” made under section 19
of the EDMA.

The RDNO will have significant work to undertake to assimilate all of the requirements of the
new EDMA (which are only touched upon in this section) and update the RDNO’s processes,
bylaws and programs to address new or changed obligations. This work could likely require
additional internal staff resources and engagement of external resources for project-specific
work. The RDNO should consider and prepare for resource needs required by the EDMA and
related regulations.

9.1 Recommendations

Recommendation Timeline or
Trigger
44 The RDNO should consider and prepare for resource needs In compliance with
required by the EDMA and related regulations. timelines set in
EDMA regulations
(pending)

3" EDMA, s. 56.
38 EDMA, s. 179(5) and ss.180(1) and (2), respectively.
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10. Bylaws and Service Agreements

As a starting point, it needs to be recognized that, for local governments, fire protection is an
optional service. Unlike police and ambulance, which are established under and/or operate
pursuant to provincial statutes and have a uniform range of powers across the province, a fire
department only has the power and authority granted to it under the local bylaw which creates
and defines its operations. Outside of its operating jurisdiction — which, in the case of a service
established by a regional district, is the boundaries set in the service establishment bylaw — a
fire department has no specific authority to act at or to respond to an incident. Care must be
taken, therefore, to ensure that each Department has the full range of powers needed to
respond effectively to incidents within its jurisdiction. Where it is responding outside of its
ordinary jurisdiction, express consideration should be given to the source of the Department’s
powers to respond to and operate at an incident — whether under a fire service contract, under a
mutual or automatic aid agreement, or in support of another emergency response agency.

Similarly, there is no standard range of services defined for a fire department. A fire department
is authorized to provide only those services which are stipulated in its service establishment and
operational bylaws. Given that fire departments are the only “all hazards” response agency
directly controlled by local government, the Consultants recommend that both the grant of
powers and authorization to respond to incidents be very broadly cast, but that their exercise be
made subject to training and the availability of necessary personnel and equipment.

The RDNO operates three fire departments: BX Swan Lake, Lumby and District and Silver Star
Village. In addition, the RDNO has created two service areas — Kalamalka Lakeview service
area, and Twin Lakes/Grandview Bench Specified Area — which receive fire protection services
contracted from neighbouring local governments. The RDNO also has contracted with the City
of Vernon to provide fire protection services into certain Okanagan Indian Band (“OKIB”) lands,
in respect of which the RDNO has taxation authority.*°

This section is organized as follows:
1. A review of the service establishment bylaws;
2. Areview of the operational powers bylaws;
3. An overview of the contracted service arrangements; and

4. A review of the aid agreement.

39 Consideration of contract-protected areas is outside of the scope of this review.
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10.1 Service Establishment Bylaws

For the RDNO to provide services, a service establishment bylaw is required. The current form
and content required for such bylaws are set out in the Local Government Act,*° though some of
the establishment bylaws pre-date that statute and take a somewhat different form.

10.1.1 BX Swan Lake

The BX Swan Lake service area was established pursuant to “BX Swan Lake Fire Protection
Specified Area Establishment and Loan Authorization By-law No. 217, 1976 (“Bylaw No. 217”).
Based on the materials provided, Bylaw No. 217 and its successor bylaw have been amended
eight times. Most of those amendments expanded the service area boundaries to include
additional properties. However, in 1992, the service was converted from a specified area to a
local service pursuant to Bylaw No. 1056, which effectively superseded and replaced Bylaw No.
217.#* Bylaw No 1056:

e converted the service to a “local service” and changed the name of the service area
accordingly (ss. 1 and 2);

e authorized the RDNO to provide “fire prevention and suppression” in the service area
(s. 3);

e permitted cost recovery to be effected by way of a requisition on improvements only in
the service area, to a maximum of $5.00 per $1,000 of net taxable value of the
improvements (ss. 4 and 5);

¢ permitted the RDNO to provide the service directly or by contracting with a third party
(s. 6); and

e expanded the service area boundaries (s.2).

In 2012, the services authorized under section 3 of Bylaw No. 1056 were expanded to include
road rescue and vehicle extrication, both within the service area and outside when operating
under Provincial authority and being reimbursed for the service.*?

10.1.2 Lumby

Fire protection in the Lumby area was originally established in 1973 pursuant to Bylaw No. 76.4
Based on the materials provided, Bylaw No. 76 and its successor bylaw have been amended
eight times. Most of those amendments were expanded the service area boundaries to include
additional properties. However, in 1992, the service was converted from a specified area to a

40 See: Local Government Act, Part 10, Division 3.

41 BX Swan Lake Fire Protection and Control Local Service Conversion and Establishment Bylaw No.
1056, 1992.

42 BX Swan Lake Fire Protection and Control Local Service Amendment Bylaw No. 2536, 2012. This
change was made as the RDNO discontinued the regional road rescue service in 2012.

43 Lumby Rural Area Fire Protection Specified Area Establishment and Loan Authorization By-law No. 76,
1973.
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local service pursuant to Bylaw No. 974, which effectively superseded and replaced Bylaw
No. 76.* Bylaw No. 974:

e converted the service to a “local service” covering a portion of Electoral Area “D” and the
Village of Lumby (the “Village”) (s. 1);

e authorized the RDNO to provide “fire protection” and “all things necessary in connection
therewith” in the service area (s. 2);

e permitted cost recovery to be effected by way of a requisition of money collected by a
“property value tax” which in the Electoral Area D portion is to a maximum of $5.00 for
each $1,000 of “net taxable value of improvements” (ss. 3 and 5);

e apportioned the cost of the service between the Village and the relevant portion of
Electoral Area D on a 60 (Village)/40 (Electoral Area D) basis; and

¢ permitted the RDNO to provide the service directly or by contracting with a third party
(s. 7).

In 2012, the services authorized under section 2 of Bylaw No. 974 were expanded to include
road rescue and vehicle extrication, both within the service area and outside when operating
under Provincial authority and being reimbursed for the service.*

10.1.3 Silver Star

Fire protection in Silver Star Village was originally established as a local service in 1993
pursuant to Bylaw No. 1095.46 Bylaw No. 1095:

e established a service area that covered Silver Star Village (ss. 1-2);

e authorized the RDNO to carry out “fire prevention and suppression” in the service area
(s. 3);

e permitted cost recovery to be effected by way of a requisition of money collected by a
“property value tax” levied on land and improvements to a maximum of $5.00 for each
$1,000 of net taxable value (ss. 4 and 5); and

o permitted the RDNO to provide the service directly or by contracting with a third party
(s. 6).

Based on the materials provided, Bylaw No. 1095 has been amended three times:

e to add medical first responder as an authorized service in 1997;%
¢ to clarify the description of the service area in 2002; and
e to expand the service area in 2009.

44 Lumby and District Fire Protection and Control Local Service Conversion and Establishment By-law
No. 974, 1991.

45 Lumby and District Fire Protection and Control Local Service Amendment By-law No. 2537, 2012. This
change was made as the RDNO discontinued the regional road rescue service in 2012.

46 Lumby Rural Area Fire Protection Specified Area Establishment and Loan Authorization By-law No. 76,
1973.

47 Silver Star Village Fire Protection Local Service Amendment Bylaw No. 1457, 1997.
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Unlike the two other Departments, Silver Star is not expressly authorized to provide vehicle
extrication and road rescue services.

10.2 Recommendations

Recommendation Timeline or
Trigger
45 Broaden the service description to permit the Departments to Long term

provide additional emergency response services if authorized by
the Board (note that the operational powers bylaws contemplate
a potentially broader range of emergency response services
than just fire suppression).

46 Update the bylaws to include the full range of cost recovery Long term
methods permitted under s. 378 of the LGA (fees and charges,
revenues raised by other means, revenues raised by way of
agreement, enterprise, gift, grant or otherwise).

10.3 Operational Powers Bylaws

As fire departments are creatures of local government and lack any standardized set of
operational powers, it is essential that they have the necessary emergency and non-emergency
powers granted to them by bylaw. At the same time, it is common to address administrative and
organizational matters in such bylaws (e.g., fire chief appointment and responsibilities, reporting
lines, service level designation process, etc.).

Most regional districts now use a single, standardized operational powers and administrative
bylaw covering multiple fire departments. This approach ensures standardization and reduces
bylaw maintenance requirements. The RDNO has three separate operational powers bylaws,
one for each Department, which date from the 1980s and 1990s. These bylaws are in
substantially the same form, and generally have not been materially amended or updated since
they were first passed. The three bylaws are as follows:

e Lumby & District Volunteer Fire Department By-law No. 785, 1988 (“Bylaw No. 785”)
(Bylaw No. 785 is used as the example in the discussion below);

e B.X./Swan Lake Volunteer Fire Department By-law No. 788, 1988; and

o Silver Star Village Volunteer Fire Department Bylaw No. 1347, 1997, as amended by
Silver Star Village Volunteer Fire Department Amendment Bylaw No. 1458, 1997.

Each of the three bylaws:

e establishes the respective Departments;

o stipulates that the Fire Chief will be appointed by a resolution of the RDNO Board;
e authorizes the Fire Chief to appoint other officers to act on his or her behalf;

e sets the jurisdictional limits of each Department to its service area unless:
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o there is express authorization for extra-jurisdictional operations in a written
agreement for the supply of fire fighting services outside of the service area; or
o there is approval from the RDNO Board,;

o authorizes the Fire Chiefs to operate their respective Department, subject to Board
direction and control exercised through the RDNO Chief Administrative Officer (the
“CAO”);

e stipulates that any remuneration to be paid to Department members is to be determined
by the Board,

o establishes a reporting line to the CAO, but also stipulates that the Fire Chief will “report
to the Board” on the operations of the relevant Department;*®

e appears to authorize or contemplate a potentially broader range of emergency response
services than what is expressly authorized in each Department’s service establishment
bylaw, covering (among other things), “rescue” and “other incidents”;*°

e requires each Fire Chief, in consultation with Department members and subject to Board
ratification, to establish operational guidelines and policies governing the relevant
Department’s operations, including discipline and care and protection of Department
property;

e authorizes the Departments to undertake fire inspections;*

e grants the Departments and their members a range of operational powers, including:

o the power to enter premises or property where an incident has occurred,;

o the power to tear down, demolish or remove a structure or thing to prevent the
spread of fire;

o the power to set boundaries or limits around an incident and prevent entry into
such area;

o the power to enlist assistance from members of the public in connection with an
incident; and

o the power to commandeer privately owned equipment considered necessary to
address an incident, with compensation payable to the owner bases on rates to
be set annually by the Board; and

e establishes a number of prohibitions or restrictions (e.g., no obstruction of Department
members at an incident, no obstruction of water supplies required for firefighting, etc.),
and corresponding penalties for violations of the bylaws.

Silver Star’s operational bylaw (Bylaw No. 1347) was amended in 1997 to permit the provision
of medical first responder services by that Department.5! The Consultants note, however, that
there is a consent and indemnity agreement with BC Emergency Health Services covering all

48 See, for example, s. 10 of Bylaw No. 785.

49 See, for example, ss. 6(a) and (b) of Bylaw No. 785. The concept of “rescue” could easily be taken to
include forms of rescue not related to fire suppression (e.g., confined space, swift or still water, high
angle, etc.).

50 See, for example, s. 11 of Bylaw No. 785.
51 Silver Star Village Volunteer Fire Department Amendment Bylaw No. 1458, 1997.
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three Departments®? — even though BX Swan Lake and Lumby have not updated either their
establishment or operational bylaws to expressly permit medical first responder services.

It would be useful to plan an update to these bylaws, consolidating the three into one and
addressing issues such as:

o clearer reporting lines;
o the application of the Provincial Training Standards;
o the process for setting a Department’s authorized service level;
o further enumerating the Fire Chiefs’ responsibilities to include:
o training of members in accordance with the Provincial Training Standards,
relevant NFPA standards and WorkSafe BC requirements;
role in budget development and financial management;
reporting obligations;
responsibility for OH&S matters (including operation of or participation in a joint
committee);
o responsibility to ensure proper records keeping;
o responsibility to investigate and report on structure fires to the OFC, if appointed
as an LAFC
o clarifying whether the Board (rather than the CAO) should be signing off on each
Department’s operational guidelines;
e addressing any fire prevention matters;
e broadening extra-jurisdictional response authority to include:
o road rescue or FMR calls (if relevant) under a Provincial task number;
o responding to an incident proximate to the service area boundary, that, if left
untended, will threaten the service area;
o inresponse to a wildfire or interface fire threating the service area in accordance
with BC Wildfire Service’s current operational guidelines; and
e establishing a process for creating a common set of regional OGs.

10.4 Recommendations

Recommendation Timeline or
Trigger
a7 Update the operational bylaws — create a single Long term

operations/administration bylaw covering all three departments
and address issues identified in this section of the report.

48 Review the issue of FMR services provided by BX Swan Lake Short term
and Lumby in the context of their relevant service establishment
bylaws.

52 First Responder Agreement (Consent and Indemnity) made between the Emergency and Health
Services Commission (now the Emergency Health Services Commission) and the RDNO, dated as of 28
May 2010, covering the three Departments.
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10.5 New Fire Safety Act

The Fire Services Act, which grants certain powers and authority and imposes certain
obligations on municipalities, is slated to be replaced. The Fire Safety Act received third
reading back in May 2016, but still has not come into force. The Office of the Fire
Commissioner is in the process of completing the regulations and policies which are needed
before the statute can come into effect. It is unclear when these processes will be finalized.
Although in 2018, the Minister of Public Safety and Solicitor General indicated by letter to the
Union of BC Municipalities, that the Province was going to amend the new statute to require
regional districts to undertake fire safety inspections, it appears now to have changed its mind
on this point.>® Notwithstanding this change, the Fire Commissioner could not provide an
update as to the likely timing of the statute being proclaimed in force.>

However, once the new Act comes into force, it will impact the RDNO’s obligations with respect
to fire investigations. As such, it is useful to understand what these new obligations will be, and
to build them into the RDNO’s medium-term planning. At a high level, this new statute impacts
the following principal matters relevant to the RDNO:

¢ fire investigations; and
o the powers exercised by fire chiefs and local governments.

10.5.1 Fire Investigations

While an argument can be made that LAFCs (and not local governments per se) are currently
responsible for fire investigations and reporting, the new Fire Safety Act makes it clear that the
obligation will now fall directly on the “local authority” (which term includes a regional district).
The requirements relating to fire investigations are set out in Part 7 of the Fire Safety Act (ss. 22
— 27). A local authority: >

must designate in writing persons or a class of persons as fire investigators to conduct
fire investigations.

Following a transition period, fire investigators must meet the training standards which are to be
specified by the Fire Commissioner.>® Those standards have not yet been promulgated. These
new training requirements will likely impact the Departments’ officers and fire prevention
members, who are most likely to be charged with investigating fires.

58 Letter, Farnworth (Minister of Public Safety and Solicitor General) to Booth (President, Union of BC
Municipalities), 30 July 2018. In September 2023, the UBCM reported: “This summer, Minister
Farnworth updated his direction, taking risk-based compliance monitoring off the list for regional districts,
and indicating the Province’s intention to bring the Act into force as enacted in 2016.” See:
https://www.ubcm.ca/about-ubcm/latest-news/fire-safety-act-update-ubcm-convention

54 Office of the Fire Commissioner, “Fire Safety Act — Update and Backgrounder” (1 September 2023), at
p. 4: “The OFC cannot be specific on legislative timelines.”

55 Fire Safety Act, s. 23(1).
56 Fire Safety Act s. 23(2); the transition period is provided for in s. 53.
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Under section 25, each local authority is required to commence a fire investigation within five
days of learning of a fire that has destroyed or damaged property or resulted in death or injury.
The investigation must examine the “cause, origin and circumstances” of the fire. The facts
ascertained about the cause, origins and circumstances of the fire must then be submitted to
the OFC within 30 days after such fire.>’

Fire investigators are granted broad powers of entry onto property or premises for the purposes
of conducting a fire investigation, and to remove a record or thing, conduct testing, take samples
and make such records, as required. %

Most significantly for regional districts, the investigation obligation will apply throughout its entire
unincorporated area. As such, a mechanism will need to be found to address fires outside of
existing fire protection areas.

10.5.2 Powers and Authority

Under the Fire Services Act, powers and authority were granted principally through the
mechanism of appointing fire chiefs (and others) as LAFCs.%° The role of local assistant,
however, is being abolished.®® In place of the powers granted to local assistants, the new
statute:

e grants a fire chief (or designate) the power to order a tactical evacuation where he or
she “believes that there is an immediate threat to life due to a fire or explosion”; ®* and

e deems “fire chiefs,” fire investigators and fire inspectors to be peace officers for the
purposes of the new act.

In addition, as noted above, broad powers are granted to fire investigators conducting
investigations, and to fire inspectors conducting inspections. Additionally, local authorities are
granted the power to order a “preventive evacuation” where the local authority “believes that
conditions exist on or in the premises that fire on or in the premises would endanger life.” %2
Each of these new powers should be contemplated in any updated bylaw.

57 It is unclear in the statute whether the report must be submitted 30 days after the date of the fire, or 30
days after completion of the investigation of the fire.

58 Fire Safety Act, s. 27.
59 Fire Services Act, s. 6.

60 Under s. 55 of the Fire Safety Act, local assistants are required to return their badges within three
months of the new statute coming into force.

61 Fire Safety Act, s. 13.

62 On fire inspectors’ powers, see ss. 10 and 11; on fire investigators’ powers, see s. 26. The power of a
“local authority” to order a preventive evacuation is set out in s. 14 of the Fire Safety Act.
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10.6 Recommendations

Recommendation Timeline or
Trigger

49 The RDNO will need to determine how to undertake In compliance
investigations outside of existing fire protection areas (and how with timelines
its costs of doing so will be recovered). established for

FSA regulations
(pending)

50 The RDNO will need to address the new Fire Safety Act In compliance
minimum training standards for fire investigators, and the RDNO with timelines
will need to determine who is responsible for undertaking established for
investigations and train those individuals accordingly. FSA regulations

(pending)

51 When the Fire Safety Act comes into effect, the existing In compliance

operational powers bylaws (or any new operational powers
bylaw) will need to be updated to contemplate the new powers
being granted to Fire Chiefs.

with timelines
established for
FSA regulations

(pending)

10.7 Service Agreements

While fire protection in the contracted services areas is out of scope for this review, the following
is provided for consideration by the RDNO.

The RDNO has established two service areas — the Kalamalka Lakeview service area, and the
Twin Lakes/Grandview Bench Specified Area — in respect of which fire protection services are
contracted from another local government. In the case of Kalamalka Lakeview, the service is
contracted from the City of Vernon, while the service in the Twin Lakes/Grandview Bench
Specified Area is contracted from the Columbia Shuswap Regional District (the “CSRD”), under
the following respective agreements:

Kalamalka Lakeview Area Emergency Services Agreement, dated 1 January 2020,

expiring 31 December 2024, between the City of Vernon and the RDNO (the “Vernon
Agreement”); and

e Fire Suppression Agreement, dated 20 March 2023 (with effect from 1 January 2023),
expiring 31 December 2027 (the “CSRD Agreement”).

The contracting out of fire protection services to neighbouring local governments is common,
particularly where the service area in question cannot reasonably support its own fire service.
In relation to both agreements, it is best practice to explicitly grant the service provider with the
necessary operational and emergency powers to provide both emergency and non-emergency
services in the service area. As noted in the discussion of establishment bylaws above, fire
departments in BC do not have any powers beyond those granted by their local governments.
When such departments undertake extra-jurisdictional operations, it is necessary to confirm the
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source, nature and extent of the responding department’s operational powers and authority. As
the agreements come up for review, this issue should be addressed in any new version.

In relation to the Vernon Agreement:

e the nature of the fire prevention activities which are included in the contracted services,
should be specified — in particular, whether these services include fire inspections;

¢ the Consultants would recommend changing the title of Article 3 from “Remuneration” to
“Service Fee” or “Annual Fee” (since that more properly describes the contents of the
provision);

¢ in connection with the Annual Fee, and the right of Vernon unilaterally to raise the fee “if
new development or land use changes cause a significant increase to the demand for
Services”, consideration should be given to permitting this issue to be sent to the dispute
resolution process should the RDNO disagree with the new fee;

e some minor typographical errors should be corrected (e.g., there are two section 6.1s;
the word “Under” is mistakenly capitalized in section 3.2; the Commercial Arbitration Act
is now just the Arbitration Act, etc.); and

e the contract should require Vernon to provide the RDNO with an annual report detailing
the responses into the service area.

The CSRD Agreement is fairly basic in nature, reflecting the fact that the only service provided
is structure fire suppression. The Consultants would suggest developing a good template
service agreement in negotiation with Vernon, and then rolling out a substantially similar (if
stripped down) version with the CSRD.

The RDNO has also entered into a second service agreement with Vernon, in relation to certain
First Nations lands: Indian Reserve No. 6 Emergency Services Agreement dated as of
1 January 2022 (the “IR#6 Agreement”). This agreement is unique in that:

o the RDNO, in its capacity as “taxing authority” over the properties within IR#6, contracts
for the service from Vernon; and
¢ the Okanagan Indian Band (the “OKIB”) is not a party to the agreement.

The Consultants have not been provided with and did not review, any bylaws or enactments
granting authority to the RDNO to authorize the provision of fire and emergency services in this
area. The issue of authority may be worth examining more closely — it is not clear, for example,
whether the RDNO, even though it has authority to tax non-First Nations leaseholders,®® has the
authority to authorize the exercise of emergency (or non-emergency) powers on OKIB lands,
absent agreement with the OKIB.

The RDNO should review the underlying agreements with the OKIB (if any) relating to service
provision to IR#6, and confirm it has the authority:

63 Provinces (and, by extension, local governments) have the power to tax non-First Nations leaseholders
on First Nations lands. Amendments to the Indian Act in 1988 confirmed the right of First Nations to tax
such leaseholders, and concurrent tax jurisdiction is contemplated by the Indian Self Government
Enabling Act [RSBC 1996] ch. 219. See: R.L. Bish, First Nation Property Tax, Services and Economic
Development in British Columbia (June 2014).
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e to contract for fire protection services, and
e to authorize the exercise by Vernon Fire Rescue Services (the “VFRS”) of emergency
and non-emergency powers on OKIB lands.

It may also be useful, if and when the IR#6 Agreement is renewed, to add the OKIB as a party
to the service arrangement for the sole purpose of clearly authorizing the provision of the
service in their lands, and granting VFRS the necessary operational powers and authority.

10.8 Recommendations

Recommendation Timeline or
Trigger
52 Update the Vernon Agreement based on issues identified in this Medium term
section and create a solid template which can be used for all
agreements.
53 Update the CSRD agreement based on the Vernon template Medium term

(noting that it is a more limited service arrangement — fire
suppression only).

54 Review the RDNO authority to contract for and authorize the Medium term
provision of emergency response services in IR#6 and consider
adding the OKIB as a party to the service agreement specifically
to consent to the provision of the services on their lands and
authorize the exercise of emergency and non-emergency powers
by the VFRS.

10.9 Mutual Aid Agreement

Mutual aid agreements are essential tools that enable fire departments to provide aid to one
another when circumstances warrant. They permit departments to share resources and
specialty services (e.g., specialty rescue or hazardous materials responses), and enable them
to obtain critical support for major incidents or other situations where a department’s resources
are overwhelmed by events. Mutual aid agreements require a specific request for assistance
from the requesting department before another department responds to the incident.
Operationally, it usually means that a department arrives on scene, determines it will need
assistance, and then makes a request through its dispatch provider for a mutual aid turn out.
This can result in a significant delay before assistance arrives.

Automatic aid agreements are a variant under which the participating departments agree that
they will be automatically dispatched to assist a neighbouring department. Many of these types
of agreements limit the call-outs to certain classes of calls, such as structure fires. Some
automatic aid agreements further refine the approach by specifying particular areas covered
(e.g., areas along each department’s border), the nature of assistance provided (e.g., ladder
trucks or tenders, MVI responses, etc.), the time of day (e.g., call-outs during work days when
responses may be weak for volunteer or paid-on-call departments) and similar factors.
Automatic aid agreements require close collaboration both between the participating
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departments and with their dispatch providers. The principal benefit of automatic aid
agreements is that they minimize the delay before additional resources begin responding from
an assisting department, which enhances the safety of residents and responders alike.

It should be noted that a formal aid agreement is necessary to ensure that a responding
department is authorized to provide assistance and has the necessary power and authority to
provide services within the requesting department’s jurisdiction.

The Fire Underwriters grant partial staffing and apparatus credit to departments using aid
agreements, with more credit generally being granted for automatic than mutual aid.

The RDNO is a party to a region-wide mutual aid agreement with Vernon, Enderby, Armstrong,
Spallumcheen and Coldstream, which became effective as of 1 January 2023 (the “Aid
Agreement”). The Aid Agreement has a five-year term, expiring 31 December 2027 (s. 2.1).
Under this agreement, the costs of a responding party are generally fully recoverable from the
party requesting assistance (Article 8 and Schedule A, excepting out responses identified in
section 3.8 and vehicles or apparatus used solely to transport personnel).

In general, the Aid Agreement is well constructed. It addresses the following principal matters:*

the basis on which “Emergency Resources” may be requested (s. 3.1) and the obligation
of the “Requesting Party” to specify the Emergency Resources required (s. 3.4);
the right of a “Providing Party” to refuse a request for Emergency Resources in certain
circumstances (s. 3.2);
the responsibility of the Requesting Party’s “Chief Fire Official” to remain in charge and
direct all Emergency Resources “in cooperation with” the Providing Party (s. 3.3);
the role to be played by the dispatch providers in routing and managing aid requests
(ss. 3.6 and 3.7);
dispatch errors and chance encounters by a fire department of an “Emergency” in
another Party’s jurisdiction (ss. 3.8 and 3.9);
the fire departments covered by the agreement (s. 4.1) and a general obligation on the
Parties to consult on “the best ways to achieve the optimal deployment of Emergency
Resources” (s. 4.2);
certain operational matters: the right to provide service at the service level authorized
for the Providing Party’s fire department; and the right of the Providing Party’s Chief Fire
Official to determine the level at which service will be provided in relation to any
Emergency (ss. 5.1 and 5.2)
certain matters relating to control and safety including (s. 6.1):

o mandating the use of the Incident Command System; and

o requiring the Chief Fire Official of the Requesting Party to “assume command” of

the Emergency and appoint one or more safety officers;

cost recovery (Article 8);
insurance requirements (with a minimum level of coverage set at $10 million) (Article 9);
and

64 The first use of terms defined in the Aid Agreement is shown using quotation marks.
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o adispute resolution process involving the CAQOs for the respective parties, followed by
arbitration (Article 10).

From a substantive perspective, there are several issues that either need to be addressed or, in
our view, could be clarified or improved:

e There should be an express grant of operational powers to the fire departments of the
Providing Parties, in relation to any responses made under the Aid Agreement (including
those contemplated by section 3.8). While such a grant of powers can be inferred, it is
better practice to make it explicit. It can be particularly important in circumstances where
the Providing Party’s department is first on scene or, because of concurrent incidents, is
the only department at the incident.

o The issue of incident command could be more clearly addressed. The Consultants
typically recommend that an aid agreement set out a process whereby the relevant Fire
Chiefs are required to develop common operating guidelines that address how ICS will
be implemented,® including:

o situations where the Providing Party’s department is first on scene, and
command is being transferred;

o situations where unified command will be established; and

o ifrelevant, situations where the Requesting Party’s department is operating a
lower service level (e.g., Exterior Operations) than the Providing Party’s
department, and a higher service level is warranted by the incident.

e The sections dealing with a Providing Party’s obligations to provide assistance seem to
be intended to make any assistance discretionary (an approach that the Consultants
generally recommend) — see ss. 3.2, 3.6 and 9.2. If that is the case, the Consultants
would suggest simplifying section 3.2 and making the provision of any Emergency
Resources purely discretionary. The Consultants also would recommend that the
exculpation of liability in section 9.2 be backed by an indemnity from the Requesting
Party. However, there should be an explicit obligation on a Providing Party to notify the
relevant dispatch provider that no Emergency Resources are being sent.

¢ The agreement also should contain an express “no third party beneficiaries” clause, so
that (for example) an insurance company cannot attempt to rely on the agreement’s
existence to claim the Emergency Resources should have been provided by one of the
parties to it.

e Where a Providing Party turns down an aid request, there should be a “run order” that
allows the next nearest fire department to be activated — though that activation should
first be confirmed by the dispatch agency with the Requesting Party’s Chief Fire Official.

e The Aid Agreement usefully could establish more formal processes (in addition to the
high-level consultation obligation found in section 4.2) whereby the participating
departments’ Fire Chiefs:

o review and standardize relevant operational guidelines;
o review interoperability of equipment;

65 While conceptually the ICS is a single, coherent system, there can be material differences in the way
different departments implement it.
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o review and standardize critical safety processes — e.g., personnel accountability

systems/approaches, and identification of members’ training levels;

o plan standardized response protocols —i.e., what Emergency Resources they will

provide, if available, in relation to various call-out types;

o can initiate a review process for mutual aid responses, designed to ensure best

practices and optimize future joint responses; and

o plan for joint training opportunities.

e There should be a call-out order established based on travel distance and available
services (e.g., specialty rescue or hazmat, etc.). Given the travel distances involved, the
Consultants expect that this approach already exists in practice® — it may be useful,
however, to identify this issue in the agreement and create a process whereby a
“nearest” response will generally be triggered.

¢ The Aid Agreement should include an express provision addressing liability allocation. If
the intent is that each participating department bears the risk of its own negligence, then
that should be specifically set out. At present, the agreement only addresses:

o the level of assistance provided (s. 9.1);

o afailure to provide assistance or any delay in arrival of such assistance (s. 9.2).
However, it does not address situations where there has been a mishap in a response,
and it is determined that a firefighter or officer of a Providing Party is responsible. The
Consultants also would note that, although sections 9.1 and 9.2 exculpate liability, they
do not include an indemnity in favour of the Providing Party (which section 9.5 suggests
was intended).

e Consideration should be given to making it possible for two parties to the Aid Agreement
to use the agreement as a base for establishing automatic aid though separate, bilateral
protocols. This approach is used, for example, in the Core Aid agreement between
Victoria, Saanich, Oak Bay and Esquimalt. In addition to creating a template for such
protocols, it would be necessary to amend section 3.7.

10.10 Recommendations

Recommendation Timeline or
Trigger
55 Consider updating the Aid Agreement to address the issues Medium term

identified in this section, including:

e an express grant of operational powers;

o clarification around certain incident command system
processes;

o the establishment of common approaches to personnel
accountability systems and training level identification;
and

e more clearly addressing liability allocation issues.

66 For example, it will be a rare situation where Armstrong-Spallumcheen receives an aid request from
and responds to Lumby, given the travel distance of some 50 kilometres.
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11. Occupational Health and Safety

The statutory basis for occupational health and safety programs is found in the Workers
Compensation Act [RSBC 2019], ch. 1 (the “WCA”), and the Occupational Health and Safety
Regulation, B.C. Reg. 296/97 (the “OH&S Regulation”), as well as in other regulations and the
policies of WorkSafe BC. The requirements are complex and prescriptive. The WCA was
comprehensively updated and revised in 2019: although the changes made were not
substantive, virtually all of the divisions and sections were renumbered.®’

The members of the Departments are employees of the RDNO for workers’ compensation
purposes. As such, it is the District’s responsibility to ensure that the various obligations under
the WCA and OH&S Regulation are being met.

The WCA mandates that the relevant local government’s occupational health and safety
program is supposed to apply to its fire departments.®® Based on the materials provided, the
RDNO’s master OH&S program has been made applicable to each of the Departments. That
program was originally developed in 2013/2014 and appears to have last been updated in 2020.
It is comprehensive in scope, covering the elements. One gap in the program is that no mention
is made of the Departments’ operational guidelines (i.e., their written work procedures). Under
Part 31 of the OH&S Regulation, certain operational guidelines are mandatory. Based on best
practice, moreover, it is standard for fire departments to address principal functions and
responsibilities through operational guidelines — a practice that should be reflected in the
RDNQ’s master OH&S program.

Under section 31.3 of Part 31 of the OH&S Regulation, where an employer is required to
maintain a joint committee, its fire department is required to operate a separate joint
committee.®® The RDNO has constituted a single, separate OH&S joint committee covering the
three Departments.

This single OH&S joint committee has formal terms of reference, which were approved in 2019.
The section dealing with “appointments” is unclear. If this section is intended to address the
appointment of worker representatives to the committee, it does not clearly track the
requirements found in section 34(b) of the WCA, and should be reviewed and amended
accordingly.”

67 The WCA was updated under the Statute Revision Act, with the revised statute brought into force with
effect as of 6 April 2020, pursuant to OIC 103, 20 March 2020, and OIC 153, 30 March 2020. Under the
Statute Revision Act, the updating can clarify and reorganize the statute in question, but not make
substantive changes to it.

68 The language in section 3.1(1.1) of Part 3 of the OH&S Regulation notes that the employer's OH&S
program must cover the “whole of the employer’s operations”.

69 The need for a separate joint committee (or worker representative) for fire departments is set out in
s. 31.3 of Part 31 of the OH&S Regulation.

70 Section 34(b) of the WCA requires that non-union employees select their representatives by secret
ballot — while this may be moot where only one member is prepared to stand for the position, the terms of
reference should track the statutory requirements and deal with acclamation as a separate matter.

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 80



The Consultants were provided with and reviewed joint committee minutes covering the period
from January 2021 to June 2023. Although the OH&S joint committee’s terms of reference
properly note that it is to meet at least monthly,”* the committee has struggled at times to meet
this requirement.

From the committee minutes, it appears that each Department submits a report on issues or
matters at its hall (or halls). Those reports were not provided, but the approach seems to vary:
in some cases the report is written, in others a report is provided verbally (but then not captured
in the minutes). The Consultants would suggest that the committee develop a template report
that can easily be completed and submitted by each Department on a monthly basis covering
matters such as premises checks, regular apparatus, PPE and equipment checks, and similar
matters. Those reports also should document any internal health and safety discussions within
each Department — e.g., tailgate meetings — identifying, at least at a high level, the nature of the
matters that were considered.

11.1 Recommendations

Recommendation Timeline or
Trigger
56 Consider updating the master RDNO OH&S program to reflect Medium term

the use of written work procedures by the Departments (including
those specifically required by Part 31 of the OH&S Regulation).

57 Update the OH&S joint committee terms of reference to properly Medium term
reflect the WCA requirements for the selection of worker
representative joint committee members.

58 Develop a standardized report template to be submitted to the Short term
OH&S joint committee by each Department at the monthly joint
committee meeting.

71 At least monthly meetings are required by s. 37(2) of the WCA.
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12. Community Growth Plans

12.1 Wastewater Treatment Plan and Associated Development

The RDNO is working on a wastewater treatment and recovery system that, once developed
and in service, will enable subdivision of a number of rural properties into numerous suburban
density lots. The Consultants were told that as many as 2,000 new lots could be created in the
wastewater facility service area. Figure 15 below indicates the proposed service area, much of
which is in the BX Swan Lake Fire Protection Service Area. Figure 16 on the next page shows
the RDNO’s Swan Lake Residential Infill Plan.

Figure 15: North Okanagan Wastewater Recovery Project Service Area Map’?

[North Okanagan Wastewater
[Recovery Project Service Area

72 North Okanagan Wastewater Recovery Project Service Area Map
https://www.rdno.ca/sites/default/files/2021-10/180824 Service Area for News Release.pdf
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Figure 16: Swan Lake Corridor Development Plan Map 73
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The development that results from the North Okanagan Wastewater Recovery Project will
require fire protection services and will likely result in an increase of calls for service from BX
Swan Lake. Depending on scale and travel distances, the development may potentially require
additional apparatus, a new fire hall, and, if the demand is greater that the POC model capacity,
staffing costs.’”

73 Swan Lake Residential Infill Plan www.rdno.ca/infill

74 The BX Swan Lake fire hall is adequately located to provide fire protection responses for single family
residential properties in the planned development area, however, if commercial development occurs in
the area, a new fire hall might be required closer to those structures.
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The RDNO should take actions to enable the recovery of capital and increased operating costs
through Development Cost Charges or other similar methods of assigning RDNO infrastructure
costs to development approvals.

12.2 New Fire Hall(s)

The Swan Lake Residential Infill Plan as well as new legislation proposed by the Province (Bill
44) will result in significantly greater density and an increase in calls for service for BX Swan
Lake. The timing of increased density is unclear, as the development of adequate servicing
(sewer) will likely take several years. Under (proposed) Bill 44, the RDNO would also be
allowed to collect Amenity Cost Charges (formerly Development Cost Charges) for new fire
halls. The BX Swan Lake fire hall is located within 8 kilometers of the service area boundary
near the north end of Swan Lake. This means that the RDNO should be able to provide
adequate service to simple residential properties in the infill area within the RDNO. There are
however, two matters that the RDNO might consider:

1. Heat mapping of BX Swan Lake’s current calls for service indicate that the area north of
Swan Lake already represents the area with highest volume of calls for service. It also
shows that calls for service are clustered along the Hwy 97A corridor (see Figure 17).
Implementation of the Swan Lake Residential Infill Plan will likely result in more calls for
service in that area, given the increase in number of people and activities there.

Figure 17: BX Swan Lake calls for service displayed as a heat map, BX Swan Lake fire hall and the
City of Vernon fire hall #1 are shown for context
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2. The Armstrong — Spallumcheen fire hall is located in Armstrong and is approximately 29
kilometers from the BX Swan Lake fire hall (see Figure 18 below). The travel distance
from that hall to Spallumcheen’s southern boundary greatly exceeds the maximum travel
distances specified by the Fire Underwriters. Consequently, Spallumcheen may in the
future consider a fire hall to service that portion of its service area. The RDNO’s plans to
densify development along the Hwy 97A corridor, from the boundary of Spallumcheen in
the north to the boundary with Vernon in the south, will likely put some pressure on the
existing BX Swan Lake hall in terms of call volume and response times. It is possible
that Spallumcheen may also look to increase development as a result of the new
treatment plant: the lands east of the highway are outside of the agricultural land
reserve and may be developable property. As such, there may be an opportunity for the
RDNO to work with Spallumcheen to collaborate on the construction of a second
Armstrong-Spallumcheen fire hall that would also be able to provide mutual and/or
automatic aid into some portions of the RDNO’s service area along the Hwy 97A
corridor.

Figure 18: The 29 km distance between BX Swan Lake fire hall and the fire hall in Armstrong is
evident, and in contrast to the relative closeness of other fire halls in the North Okanagan area
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12.3 Recommendations

Recommendation

Timeline or
Trigger

59 The RDNO should take actions to enable the recovery of capital
and increased operating costs through Amenity Cost Charges or
other similar methods of assigning costs to development.

As appropriate
given
development
planning
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13. The Future Beyond this Plan

Over the past decade, the fire service has been a dynamic sector for local governments, which
have had to adjust to a rapidly changing environment — including increased legislative and
regulatory requirements, increasing calls for service, struggles with recruitment and retention in
POC fire departments, materially higher costs for specialized apparatus and equipment, and
increasing service expectations from residents. These changes are putting pressure on existing
organizational, governance and finance models. This report has reviewed the current and
anticipated pressures on the RDNO’s delivery of fire protection services, and provides
recommendations for actions that will help the RDNO continue to utilize the POC model for as
long as possible.

The existing change drivers are unlikely to abate and new ones are likely to emerge. The
approaches recommended in this report will need to be periodically reviewed and updated, as
the RDNO and its Departments continue to adapt to an evolving regulatory and operational
landscape. The RDNO should consider the attached Strategic Plan to be a living document,
and plan to regularly review its progress against the recommendations, and update its
approaches as required to address new issues as they emerge.

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 87



Appendix1: Recommendations and Corresponding Actions from Previous

Third-Party Report

Table 8 contains the recommendations drawn from the summary at pages 90 — 93 of the 2016 Dave Mitchell & Associates report the (‘DMA
Report”). Some wording has been paraphrased for brevity. To ascertain if the requirements contained in each recommendation have been
met, reference should be made to the content of each related section of the DMA Report. The “Reported Status” was provided by RDNO
staff. Table 9 summarizes actions that were suggested in the DMA Report but not made as formal recommendations and the “Report

Status” was similarly provided by RDNO staff.

Table 8: Report Recommendations and Action Taken

Report  Action by: Recommendation
Page # Department
or RD

Governance and Administration

1 RD That, as a high priority, the District consider hiring a
Fire Services Coordinator with the appropriate
balance of senior management leadership skills,
together with fire service knowledge and
experience, to lead the implementation of a change
process and bring a new District approach to the
governance, administration and support of its three
Departments.

Legal Structure

2 RD The RDNO should update the Establishment Bylaw
of each Department to broaden the emergency
response services which are permitted to be
offered. These revisions should be done in

Reported Status

The Protective Services Manager was hired to
be a liaison for the FDs. The FDs are now
reporting to the Rural Services Manager.

Not complete.

The current administration of the FDs is
authorized through the combined Establishment
and operational bylaw.
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Report

Page # Department

Action by:

or RD

RD

RD

Recommendation

consultation with the Departments and area
residents.

The RDNO, in consultation with its Departments,
develop a common Operational Bylaw, covering off
authorized services, operational powers and
relevant administrative matters. The revised bylaw
should establish a process for the RDNO to set
service levels under the Playbook. It also should
address any issues arising out of the new Fire
Safety Act.

When the (Armstrong Spallumcheen) Services
Agreement is renewed, the comments contained in
this section (see report p. 26) should be taken into
account as the new agreement is prepared.

Occupational Health and Safety

5

RD & all 3
depts

RD review with Chief Officers how OH&S matters
are handled. Determine if RD program to be used,
or, develop a separate fire department program for
use by all depts. Identify how joint committee(s) will
function.

Training and the Playbook

6

RD

After declaration of department service levels, the
RDNO should require that NFPA standards form
the basis of all training for the operational functions
undertaken and emergency services provided by

Reported Status

A Board policy was signed-off to establishing the
scope of practice of the three depts.

New separate Bylaws will supersede the Board
policy.

The agreement was not renewed by
Armstrong/Spallumcheen. The mutual aid
agreement is still in place.

Each FD has at minimum an OH&S meeting. A
combined Joint OH&S meeting monthly for
meetings (all FD’s). A ToR was created to define
the OH&S program for all FDs. The FDHSC
works within the RD OH&S program.

This has been in play for several years.
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Report

Page # Department

8

Action by:

or RD

RD

BXSL

RD

Recommendation

fire services personnel, where such matters are not
expressly stipulated by the Playbook.

The RDNO should develop a uniform set of written
operational guidelines dealing with all fireground
operations, including interior operations. (see
report for additional info)

With the assistance of the RDNO, continue utilizing
the electronic record keeping system such that it
will be able to maintain a comprehensive set of
training records indicating all training delivered to
each member and the subsequent training given to
maintain these skills to ensure and confirm the
operational readiness of each member. Also
recommend that all historic records of those
members still active be entered into the record
keeping system or, at a minimum, be maintained in
hardcopy format.

Develop qualifications and prerequisites for all
Company Fire Officer and Chief Fire Officer
positions. Existing officers be offered the required

Reported Status

All 3 FDs have developed one combined set of
RD Policies. One set of Procedures and a set of
Guidelines as required. These are constantly
reviewed.

Noted: Operational guidelines don't exist.
Policies determine what is allowed. Procedures
are written for commonly executed operations
requiring “high level” rules, eg safety driven.
Guidelines exist for infrequent operations that
need “rules” without common occurrences.

Hardcopy records and digital records in
FireHall.net have been kept up to date. The
RDNO Training Officer also updates member’s
records as they receive training.

Clerical assistance has been provided to assist
in consistent record keeping methodology.

Job descriptions for the Officers (& all FFs) have
been created. A training plan as a “live
document” is being utilized for all personnel.
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Report  Action by: Recommendation
Page # Department
or RD

training and members interested in future promotion
be offered opportunity for the training.

10 Lumby Adopt a policy effective immediately that the
Department will only conduct exterior fire ground
operations, until updated OGs regarding training
are in place (recommendation 7 above) and
recommendation 11 has been met.

11 Lumby Once all required proficiencies have been
established under the OGs, the Department should
conduct an assessment of all members to
determine each individual’s training level and the
gaps that need to be bridged to the newly
established standards. (see report for additional
details)

12 Lumby With the assistance of the RDNO, continue utilizing
the electronic record keeping system such that it
will be able to maintain a comprehensive set of
training records indicating all training delivered to
each member and the subsequent training given to
maintain these skills to ensure and confirm the
operational readiness of each member. .Also
recommend that all historic records of those
members still active be entered into the record
keeping system or, at a minimum, be maintained in
hardcopy format.

Reported Status

Department (All) operations are determined by
the level of training of all personnel and
resources on scene.

RDNO Training Officer with the FD Training
Officers are continuing to evaluate members
training requirements.

Ongoing, and all training references operational
and training standards/ requirements.
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Report  Action by: Recommendation Reported Status
Page # Department
or RD

13 Silver Star  Adopt a policy effective immediately that the Fire ground and training operations explicitly
Department will only conduct exterior fire ground follow certification, qualifications and resource
operations, until updated OGs regarding training availability (and mentorship in training).
are in place (recommendation 7 above) and
recommendation 14 has been met.

14 Silver Star | Once all required proficiencies have been All personnel have a training/ proficiency plan to
established under the OGs, the Department should | reflect operational activities required during
conduct an assessment of all members to emergency events.
determine each individual’s training level and the
gaps that need to be bridged to the newly
established standards. (see report for additional
details)

15 Silver Star = With the assistance of the RDNO, continue utilizing = Repeat

the electronic record keeping system such that it
will be able to maintain a comprehensive set of
training records indicating all training delivered to
each member and the subsequent training given to
maintain these skills to ensure and confirm the
operational readiness of each member. .Also
recommend that all historic records of those
members still active be entered into the record
keeping system or, at a minimum, be maintained in
hardcopy format.
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Table 9: Suggested follow ups not included in report list of recommendations

Report  Action by: Recommendation Reported Status
Page # Department
or RD
6 RD / Fire Develop appropriate policies for management Administrative policies have been developed,
Chiefs oversight and implement communications protocols = common to all 3 depts. and which reflect RDNO
or structures to consistently guide the operations of | general administrative policies. .Policy has been
the three Departments in areas such as personnel written to minimize organizational silos.
administration, financial administration, and similar
matters
12/13 RD Communications: “...Consideration should be given | Quarterly meetings are scheduled with
to the establishment of a standing fire service representation from Fire Chief through to the
committee with representation consisting of the CAO, relevant to the agenda.
elected official from each participating electoral
area, the three Fire Chiefs and appropriate staff
from the District, which would then meet on a
regular basis to review overall strategic direction
and policy matters”
13 RD Reporting Structure: “...Once the new officer A formal Organization chart has been written

competency based selection and appointment
criteria and policies are established, there is a need
to be clear on a reporting structure and
performance oversight as the Chiefs, and all
Department members, are employees of the
District. A written framework should be confirmed
for clarity and certainty of administration”

into policy, giving clarity in communications and
reporting structure.

Performance oversight is slow in progress.
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Appendix 2:

SWOT Analysis Background Material

Table 10: Stakeholder engagement: EA Directors, RDNO Senior Staff, RDNO Protective Services

EA Directors
Protective Services (Training, Manager, EM, Admin Support)

Senior Staff (CAO, CFO, GM)

Summarized

No concerns heard from public on cost of
fire services

Mentoring by long serving members
Training officer tracks all training for
members in all departments

Members are afraid the fire dept can’t fight
fires outside of fire protection area
(remated to a recent event in the Silver
Star area)

So much work having to go through chiefs
for all matters without being able to
contact individuals - some matters don’t
need approvals or review and are
logistical or administrative in

nature. Creates unnecessary workload for
all, and slows processes

The independence of each FD leads to
duplication of work

Bylaws remain outdated and in need of re-
write as previously identified

OPPORTUNITIES

THREATS

Possible merging of BX and SS (need to
know the needs of each to match
outcome to those needs)

Possible regionalization of all FDs into a
central org?

Closer mutual aid with Coldstream

FD participation in Fire Smart program
To define roles and responsibilities of
RDNO staff with regard to no longer
having to go through the fire chiefs for all
things — to enhance effectiveness and
minimize workload on fire chiefs
Provincial deployments — funds and
experience opportunities

Pub ed program — FireSmart, Emergency
Management, smoke alarms, (future
FPO?) involve Communications

Cost of apparatus and equipment
Vernon expansion into BX Swan Lake
area resulting in friction

Increasing FR calls for service

Climate change — wildfire, heat dome,
drought

Deployments out of district — capacity
challenging

Perception of limited tolerance/ability to
pay more

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 94



EA Directors
Protective Services (Training, Manager, EM, Admin Support)

Senior Staff (CAO, CFO, GM)

Summarized

Department? Consider a Fire Services
Comms strategy

e Inclusion of FDs into RD processes,
Strategic Plan, etc

e TPA report to include a summary of
progress on recommendations in
previous report to show completion
status
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Table 11: Stakeholder engagement: Fire Departments

BX Swan Lake
Lumby
Silver Star

Summarized

e Live fire training center (built by BX
Swan Lake members), NO training
group, NFPA 1001 training through
COTR / All three depts used same
training system (BX further along in
qualified members) / Willingness to
train — mentoring / Eager learners
Available standard lesson plans /
Flexibility in achieving training levels /
Availability of local training centres /
Training center / Common training
program in RDNO / Good access to
training / Auto ex training area on site /
Qualifications and training same as
career departments

e Pride in local fire halls and local
identity while being part of RDNO

e BX has a good rep provincially /
Reputation / Living up to the high
standard the department is known for

e An expanding hydrant system

e In-house EVTs BX/ In house HD
mechanics, IT skills

e Recruitment practices BX

o 30— 35 members, almost all are fully
Interior trained

e Incredible value

o People / Camaraderie / Member
dedication and interest / Confidence in
team strength

e Leadership / Strong leadership team /
Structure / Respond to support team
members / Amount officers and
leaders give

e Good equipment / Equipment and
apparatus very good, hall is excellent

Day time response capability (BX) / Day time
responses / Poor day time response /
Daytime response avg 3 / Numbers
responding to calls varies constantly —
unpredictable / Response
strength/membership varies / Good % of
crew responding up from down the hill / Lack
of significant calls leads to low levels of real
experience, impacts confidence and interest
can wane over time

Lost 21 members to career departments /
Starting to lose members from aging out
process / BX lose members soon / Attracting
new members / Retention, loss of people (3
in one week — lack of time which is also
most common) / Recruitment varies but
about par with two years ago / Long term
members live along the road corridor —
mountain residency members tend to have
shorter term with the department /
Traditional methods of recruiting no longer
effective (RDNO recruitment practices
preclude former “try out” recruitment
methods) / Membership numbers
recruitment and retention — some transiency,
some foreign work visas (2 years) / Only
have 11 capable of full suppression duties
(plus 2 that are exterior only plus 3 recruits)
Limited water supply in some areas Note: is
there a way to require water system with
new development?) Has installed 2 water
tanks in non-hydrant areas (10,000 gals
each)

In-house record keeping workload is a
challenge without a resource to address it
Wage review (all ranks) has been promised
for last 5 years — no progress. Perceived
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BX Swan Lake
Lumby
Silver Star

Summarized

e Very fortunate with budget — rich by
comparison with others / Budget is
satisfactory.

e Fortunate for RD support and
acceptance of little extras when
wanted / Current RDNO staff

o Deployment to wildfires — camaraderie
building, over $1 million in revenues /
Wildfire deployments. Good pay and
team building

e Quietly good

e Progressiveness

e Kinks have already been resolved

e Big calls get better responses

e Some shift workers

e RDTO position and work being done
valuable

e Joint OHS committee for all three
departments

e SS full hydrant system — fed by
reservoirs and wells — large capacity.
Can also bypass treatment facility and
distribution system with raw water if
greater volume needed. Use raw water
for SPU sprinklers — massive reservoir,
can bypass the treatment facility and
distribution system.

o Fire hall residency for deputy chief

e A vacant residential suite

e Common (standard) RDNO
compensation model across all
departments

e Have own SPU (only used locally, not
equipped to provincial standard)

e Several former members have taken
career firefighter jobs

e BX s auto launched on confirmed
structure fires and confirmed
entrapment MVIs in Silver Star area

not a priority. Fire chiefs’ hourly rate less
than secretary at RD

RD afraid to take next step with BX

POCs feel disrespected by inactivity on
compensation review

Current competency may have led to
undervalue / Pay scales for all ranks are
inadequate

RDNO not aware of what they have
Outside pressures

RD taking away BX structure

Call volume

FFs not deployed on wildfires are holding
the fort at far less wage level than those
deployed

Increasing burn out — not as much fun
Economic climate — can’t afford to leave
higher paid work for calls

Training approval process — cumbersome /
Approval process for training approval is
clunky, and could be streamlined. Likely a
factor of new training coordinator position
and sorting out new relationships — Role of
Training Officer is unclear to FDs

No corporate credit card — FC uses personal
credit card

Chief not empowered to spend within
approved budget — some things require
additional approvals

Lack of HR support

Majority avg service under 5 years, several
long service members

Lack of enough time for training / Need more
training nights but can’t devote extra time /
Time & availability of ffs for training /
Insufficient length of time at training centre
for enough evolutions / Training centre 20
minutes out of area (crews gone) / Lack of
joint training with mutual aid partners /

Tim Pley & Associates Ltd: Report | RDNO Fire Services Strategic Plan 97



BX Swan Lake
Lumby
Silver Star

Summarized

e Heavily sprinklered community —
sprinkler bylaw / Buildings are mostly
sprinklered (Construction since 1994
required sprinklers) and about 60% are
covered

e Recent community wildfire plan

o Resort offers passes to members that
achieve 50% of training and 50% of
call attendance

Training is not as vigorous as it used to be —
partly because of low number of attendees
which makes it hard to run effective training
Single road access/egress (need to maintain
a FireSmart corridor, identified in current
plans, shelter in place plans)

Fire chief sees long term planning as
beyond his scope and capability as a
volunteer

Fire hall 28+ years old, inadequate space for
staff/equipment/apparatus

Housing

People leave community when they get kids
It is hard to live on the mountain, finically
and amenity-wise

Low opportunity to gain experience in
emergencies (SS)

Hiring process does not inspire new
members to stick

Poor understanding by community of how
fire dept works and costs associated
Absence of back up power at fire hall and
water treatment facility and residential units,
only resort lifts and admin building have
generators

Fire hall and SS site are limited in capacity
Lack of bylaw enforcement, parking, outdoor
burning, hydrant blocking

Not involved in FireSmart program

Water supply system may need adjustments
for proper fire flows

Apparent lack of Fire dept amenities in
developments that get approved

OPPORTUNITIES

THREATS

e Preplanning program is well along but
could use resources (1/2 to % done)
currently being done in place of fire
inspections

400 calls for service per year challenges
POC model / Rising call volume / Increased
call load plus increased family/work
demands means difficult to meet the
required percentage of calls required by
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BX Swan Lake
Lumby
Silver Star

Summarized

e Provincial deployment funding has
helped pay for apparatus

e Would like to work at achieving
Superior shuttle accreditation

e Comms opportunity about POC model
/ Improve comms internally — FFs don’t
know the plans, how budgets work, etc

e Look to Armstrong or other
comparators for staffing and
compensation

e Engage FFs as employees — respect
them

e RDNO show up when it matters

e Improved retention thorough better pay

e Consider higher response pay and
lower training pay

¢ Incremental staffing model — duty
crews — used to cover long weekends
or stat holidays — was taken away by
RDNO after a complaint / better comp
can improve recruitment and response

e Hiring next leader within the dept — will
require ability to provide succession
training / Suggest start with FTEs for
Chief and Training Officer

¢ Engaging the public — FireSmart, POC
model value

e Promote the department/ RD could
help by promoting events

e Reduce burn out by

o Scheduling
o Paid duty crew or day shift
o WEP

e Department involvement in community

e Community outreach budget?

o Satellite fire hall for BX Swan on old
Kamloops Rd (south)

o Work Experience Program (WEP)

policy. Leads to loss of FFs (often
experienced ones). Also doesn'’t take into
account individuals — not flexible enough.
Resentment that can’t do things for fear of
missing calls. Includes medical calls too
(even though only couple people required)
Increasing number of times where daytime
turnout is 1 or 2 FFs / Increasing number of
times with zero daytime turnouts
Wages lower than neighbours / If wages not
addressed — will lose the POC model -
Expectations of FFs and calls keep rising,
wages don’t / High training requirements but
minimum wages
Societal changes — members don’t engage
in the same way they used to
Population growth / Demographics — more
ppl, aging, more development
Dispute Vernon has regarding the training
centre — need to know more about why it's a
problem beyond Vernon itself. / Vernon Fire
coming in — boundary expansion / Poor
relations with Vernon shifts (how POC FFs
are treated at calls) /
Burnout increasing / Growing burn out —
affecting retention
Expanding city boundary eroding tax base
Wildfires like West Kelowna (a need for
planning)
RDNO running on good firefighter will
Feel disrespected by RD
Drawing new members from further away

o Lack of affordable housing in service

area

Retention challenges / Recruitment and
retention / Recruitment retention likely to get
worse not better given trends / Membership
numbers

o Increasing cost of living on mountain
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BX Swan Lake
Lumby
Silver Star

Summarized

e Staffing (to cover admin and other
background work)

e Attendance of elected officials at
celebrations

e More access to training centre / Have
the opportunity for training centre
sessions on weekends (longer time for
more evolutions) / Training for career
advancement / Partnering with
neighbours on training sessions /
Target minimum training requirements
to fast track new members

e Provide housing in exchange for active
membership. This would involve
adding staffing/leadership resources /
RDNO housing to accommodate FFs /
Solve the housing problem — solve the
membership problems

e Engagement on FireSmart program
and principles is growing, and can be
leveraged

o Chief doesn’t see any opportunities for
improved recruitment at SS

e Ratepayers have ability to pay for paid
staff but not willing to pay / Property
owners would likely support
amalgamation with BX

e |f BX calls them more it would provide
experience opportunities

e Ask other ski resorts how they have
addressed these challenges

e Employment sharing — partner with
BCWS or other agency

e WEP

e Operational consolidation with BX —
SS ski hill might entice BX volunteers /
Combine the 2 departments would be
an asset in terms of experience and
support / Create a mutual aid
agreement between RDNO and resort

o As population increases and resident
demographics change, those new
residents are less inclined to join the
department

o New members take considerable
training, and turn over of worker/staff
people is higher than it used to be (1
season versus several years)

o Proliferation of short term rentals
eliminate housing for long term
workers in the community

Lack of Ambulance staff exacerbating issue
(local paramedic)

Current fire hall limited in capacity, but is
well-located for current response area. With
future development there may be a need to
expand the fire hall or construct another fire
hall. Could use two more truck bays, taller
and longer, improved training space, TO
gear storage, etc.

Over time interest wanes with low call
volume

Joining with BX could present some initial
challenges but would provide benefits
Wildfire risk

Increasing parking challenges at peak times
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BX Swan Lake
Lumby
Silver Star

Summarized

/ If depts combined resort might extend
offer of passes to BX too

e 2023 wildfires have gotten the
attention of stakeholders

e Future growth may present
opportunities for a new fire hall location
and/or capital amenity

o Modify Rescue or get new truck for
wildland

e Resort trained staff (28) for wildland
interface fire and maintains an older
engine — informal support to FD but
would likely enter into formal
agreement to improve WUI capabilities
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Appendix 3:

Table 12: Stakeholder engagements

Service Area

RDNO

BX Swan Lake

Silver Star

Silver Star

RDNO

RDNO

BX Swan Lake

Stakeholder
Representative(s)

General Manager,
Strategic &
Community
Services: lan Wilson

Fire Chief: Bill
Wacey

Fire Chief: Russ
Mills

Fire Department
Members

CAOQO: David Sewell

General Manager,
Finance: Stephen
Banmen

Manager, Rural
Services: Andrew
Hunsberger

Manager, Rural
Services: Andrew
Hunsberger

Protective Services
Manager: Alastair
Crick

Fire Training Officer:
Steve Hidasi

Clerk, Protective
Services: Sharon
llott

Fire Chief: Bill
Wacey

Consultants

Tim Pley

Gord Anderson

Tim Pley
Gord Anderson
Tim Pley
Gord Anderson
Tim Pley

Gord Anderson

Tim Pley

Gord Anderson

Tim Pley

Gord Anderson

Tim Pley

Gord Anderson

Stakeholder Engagements

Date
2023

21 September
2023

25 September
2023

25 September
2023

25 September
2023

26 September
2023

26 September
2023

26 September
2023

Location

UBCM

BX Swan Lake
Fire Hall

Silver Star Fire
Hall

Silver Star Fire

Hall

RDNO Offices

RDNO Offices

BX Swan Lake
Fire Hall
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Service Area

BX Swan Lake

BX Swan Lake

RDNO

RDNO

Lumby &
District

Lumby &
District

RDNO

Neighbouring
Jurisdiction

Stakeholder
Representative(s)

Fire Department
Officers

Fire Department
Members

Fire Training Officer:

Steve Hidasi

Manager, Rural
Services: Andrew
Hunsberger

Director Amanda
Shatzko, Area C

Director Rick
Fairbairn, Area D

Fire Chief: Tony
Clayton

Fire Department
Members

Director Bob
Fleming, Area B

Fire Chief: lan
Cummings
Armstrong -
Spallumcheen Fire
Department

Consultants

Tim Pley
Gord Anderson
Tim Pley

Gord Anderson

Gord Anderson

Tim Pley

Gord Anderson

Gord Anderson

Gord Anderson

Tim Pley
Gord Anderson

Gord Anderson

Date
2023

26 September
2023

26 September
2023

27 September
2023

27 September
2023

27 September
2023

27 September
2023

23 October 2023

23 October 2023

Location

BX Swan Lake
Fire Hall

BX Swan Lake
Fire Hall

Fire Training
Center

Via Zoom

Lumby

Lumby & District
Fire Hall

Via Zoom

Via Zoom
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