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INTRODUCTION 

In late 2019, led by the City of McMinnville Fire Department, Emergency Services Consulting 

International (ESCI) was retained to conduct a Cooperative Services Feasibility Study  to 

determine the potential of consolidating various fire district s and municipal fire 

departments in both Yamhill County and Polk County, Oregon, into a single organization. 

The following report represents the results of this study.  

ESCI understands that the fire departments and districts may be referred to using diffe rent 

monikers. However, for purposes of clarity and consistency, the following names and 

acronyms will be utilized in this report:  

ω Amity Fire District (AFD)  ω McMinnville Fire Department (MFD)  

ω Dayton Fire District (DFD)  ω New Carlton Fire District (NCFD) 

ω Dundee Fire District (DDF)  ω Sheridan/SW Polk/West Valley Fire 

Districts (SFD/SWP/WVFD or the 

Collective Fire Districts)  

ω Layfayette Fire Department (LFD)  

While the participants in this study include both fire districts and municipal fire departments, 

the term òfire departmentó will be used to describe either type of organization unless 

otherwise specified.  

Project Study Area  

The following figure illustrates the overall study area for this project, each fire departmentõs 

service  area bounda ries, and their respective fire stations. In addition, some mutual aid fire 

stations have been included along with hospital locations.  
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Figure 1: Yamhill Project Study Area Map  
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APPENDIX A: PLANNING & IMPLEMENTATION 

If a merger strategy is  chosen, it should be done as the result of a joint planning process, 

addressing the restructuring of the agencies as they integrate at the policy level, as well as 

at the operational, administrative, and support level s. Greater efficiency can be achieved 

if the collaboration is permanent, with one methodology, one set of work rules, one 

standardized level of service to the community, and one organizational structure to 

administer it.   

The process of considering and imp lementing any of these recommendations starts first 

with a shared vision by the respective fire district board members, city councils, and fire 

department leadership.  Using the shared  vision, goals , and objectives can propel the 

agencies toward the vision.  This process  tends to be  the framework of an implementation  

plan for a merger . 

Establish Implementation Working Groups  

Various Implementation working groups should be established that will be charged with the 

responsibility of performing the necessary det ailed work involved in analyzing and weighing 

critical issues and identifying specific tasks. Membership for these implementation working 

groups should be identified as part of that process as well.  

The following list provides some key recommended working groups used in most integration  

processes  and describes  some of their primary assigned functions and responsibilities.  The 

actual number and titles of the working groups will vary depending on the type and 

complexity of the strategies pursued.  

Joint Implem entation Committee (Task Force)  

This committee should be comprised of management representatives and some members 

of the boards of each fire district and the city councils.  This may also include outside 

stakeholders , such as business and community interests. The responsibilities of this group are 

to  do the following:  

ω Develop goals and objectives which flow from the joint vision statement approved 

by the vision sessions.  

ω Include recommendations contained in this report , where appropriate.  

ω Establish the workgroups and commission their work.  

ω Identify anticipated critical issues the workgroups may face and develop 

contingencies to address these.  
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ω Establish timelines to keep the workgroups and the processes on task.  

ω Receive regular updates from the workgroup chairs.  

ω Provide regular status reports to the policymakers as a committee.  

Governance Working Group  

This group will be assigned to examine and evaluate various governance options for the 

integration  effort. A recommendation and the proposed process steps will be provided 

back to the Joint Implementation Committee. Once approved, this group is typically 

assigned the task of shepherding the governance establishment through to completion. 

The membership of this group typically involves one or more elected officials and senior 

management from each participating agency. Equality of representation is a key prem ise. 

Finance Working Group  

This group will be assigned to review the financial projections contained in the study and 

complete any refinements or updating necessary. The group will look at all possible funding 

mechanisms and will work in partnership with t he Governance Working Group to determine 

the impact on local revenue sources and options. The membership of this group typically 

involves senior financial managers and staff analysts, and may also include representatives 

from each districtõs administrative  staff.  

Administration Working Group  

Working in partnership with the Governance Working Group, this group will study the 

administrative and legal aspects of the selected strategies they are assigned and will 

identify steps to ensure the process meets all a dministrative best practices and legal 

requirements . Where necessary, this group will oversee the preparation and presentation of 

policy actions such as proposed ordinances, joint resolutions, dissolutions, and needed 

legislation to the policymakers. This group may wish to retain the services of qualified legal 

counsel to ensure all legal requirements are met. The membership of this group typically 

involves senior management staff from the entities involved and may also include legal 

counsel.  
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Operations Wor king Group  

This group will address the details necessary to make operational changes. This involves a 

detailed analysis of assets, processes, procedures, service  delivery methods, deployment, 

and operational staffing. Detailed integration plans, steps, and  timelines will be developed. 

The group will coordinate closely with the Logistics/Support Services Working Group. The 

membership of this group typically involves senior management, mid -level officers, training 

staff, volunteer leadership , and labor repres entatives. This list often expands with the 

complexity of the services provided by the agencies.  

Logistics/Support Services Working Group  

This group will be responsible for any required blending of capital assets, disposition of 

surplus, upgrades necessary  to accommodate operational changes, and the preparation 

for ongoing administration and logistics of the cooperative effort. The membership of this 

group typically involves mid -level agency management, administrative, and support staff. 

Where involved, sup port functions such as maintenance or fire prevention may also be 

represented.  

Labor Working Group  

This group will have the responsibility, where necessary, for blending the workforces 

involved. This often includes the analysis of differences between colle ctive bargaining 

agreements, shift schedules, policies, and working conditions. The process also includes 

work toward developing a consensus between the bargaining units on any unified 

agreement that would be proposed. Often, once the policymakers articula te the future 

vision, labor representatives are willing to step up and work together as a team to identify 

challenges presented by differing labor agreements and offer potential consensus 

solutions. The membership of this group typically involves labor rep resentatives from each 

bargaining unit, senior management , and, as needed, legal counsel.  
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Interagency Communication s Working Group  

This group will be charged with developing an internal and external communication policy 

and procedure to ensure consistent, reliable, and timely distribution of information related 

exclusively to the cooperative effort. The group will develop public information releases to 

the media and will select one or more spokespersons to represent the communities in their 

communication wi th the public on this process. The importance of speaking with a 

common voice and theme , both internally and externally , cannot be overemphasized. 

Fear of change can be a strong force in motivating a group of people to oppose that 

which they do not clearly  understand. A well -informed workforce and public will reduce 

conflict. The membership of this group typically involves public information officers and 

senior management.  

Meet, Identify, Challenge, Refine, & Overcome  

Once the working groups are established , they will set their meeting schedules and begin 

their various responsibilities and assignments. It will be important to maintain organized 

communication up and down the chain of command. The working group chairs should 

also report regularly to the Joint Implementation Committee. When new challenges, issues, 

impediments, or opportunities are identified by the working groups, this needs to be 

communicated to the Joint Implementation Committee immediately,  so that the 

information can be coordinated with the findings and processes of the other working 

groups.  

Where necessary, the Joint Implementation Committee and a working group chairperson 

can meet with the policymakers to discuss significant issues that may require a refinement 

of the original joint vision . 

The process is continu ous as the objectives of the implementation  plan are accomplished 

one by one. When adequate  objectives have been met, the Joint Implementation 

Committee can declare various goals as having been fully met, subject to implementation 

approval by the policy bodies. This formal turning over  will mark the point at which 

implementation ends and integration of the agencies, to whatever extent has been 

recommended, begins.   
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APPENDIX B: RESULTS OF THE ONLINE SURVEY 

The survey was comprised of seven questions, with the seventh asking for comments and 

suggestions for improvement. A total of 151 respondents completed the survey. The 

following figures represent the results of the survey.  

Question #1:  òI am currently employed or affiliated with one of the following (if you are 

affiliated with more than one, select the one in which you spend most of your time).ó 

Organization  Responses Percent Total 1 

Amity Fire District  26 17% 

Dayton Fire District  2 1% 

Dundee Fire/Rescue  14 9% 

McMinnville Fire Department  44 29% 

New Carlton Fire District  4 3% 

Lafayette Fire District  14 9% 

Sheridan Fire District  24 16% 

Southwestern Polk Fire District  10 7% 

West Valley Fire District  11 7% 

None of the Above  2 1% 

1Rounded to the nearest integer.  
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Question #2:  òMy current position with one of the fire districts/departments involved in this 

study iséó 

Position Responses Percent Total 1 

Career firefighter  29 19% 

Volunteer, resident, or paid on-call firefighter  53 35% 

Career officer (Captain or Lieutenant)  3 2% 

Volunteer  or paid on -call officer (Captain or Lieutenant)  19 13% 

Career officer (above the rank of Captain)  8 5% 

Volunteer or paid on -call officer (above rank of Captain)  3 2% 

Career or Volunteer Fire Chief  9 6% 

Other non -uniformed support position (fleet, etc.)  4 3% 

Non -uniformed administrative support staff  2 1% 

Appointed or elected official  13 9% 

Other  8 5% 

1Rounded to the nearest integer.  

 

Question #3:  òIf you are assigned to an emergency operations position in one of the fire 

districts/departments participating in this study, what is your current level of EMS 

certification? ó 

EMS Certification  Responses (149) Percent Total 1 

Emergency Medical Responder  22 15% 

Emergency Medical Technician  28 19% 

Advanced EMT 3 2% 

EMT-Intermediate  3 2% 

Paramedic  29 19% 

Other  6 4% 

None of the above  58 39% 

1 Rounded to the nearest integer . 
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Question #4:  òMy opinion of a possible "consolidation" into a single fire district or 

department of two or more of the fire agencies involved in this study iséó 

Respondent Opinion  Responses (151) Percent Total 1 

FAVOR (depending on configuration) 2 118 78% 

AGAINST (regardless of configuration) 2 12 8% 

No opinion  9 6% 

Other (comments only)  9 6% 

1 Rounded to the nearest integer . 

2 Inc ludes individuals not directly employed or affiliated with any of the fire agencies . 

 

Question #5:  òI am a member of a local fire district/department union/bargaining unit 

affiliated with one of the fire agencies participating in this study? ó  

Response  Responses (149) Percent Total 1 

Yes 46 31% 

No 71 48% 

Not applicable  32 31% 

1 Rounded to the nearest integer . 

 

 

Question #6:  òIn your opinion, what are the top three or four critical issues related to your 

fire district/department? ó  

Question #7:  òPlease list any suggestions you have on how fire protection, EMS, other 

emergency services, and other services can be improved throughout Yamhill and Polk 

Counties, as well as any other comments you think would be valid as related to this study.ó  

Respon ses to the preceding two questions tended to mirror each other. The following 

represents the most common issues:  

ω Insufficient staffing of career and volunteer personnel  
ω Poor response  time performance  
ω Inadequate operations, deployment, and station locations  
ω Lack of necessary funding  
ω Insufficient training  
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APPENDIX C: SERVICE DELIVERY & PERFORMANCE 

A key aspect to consider in the potential consolidation of the various fire districts and 

municipal fire departments within the study area is the ability to provide services to the 

community when requested. Throughout the service delivery and performance analysis, 

historical performance for each individual jurisdiction will be illustrated and a comparison 

of the same data combined into a single agency that wil l be identified as Yamhill County. 

SWP is not included in this analysis as there was no data provided for that jurisdiction. Each 

of the following components has an impact on the agencyõs ability to provide service and 

should be a part of regular monitorin g and planning. The key components of service 

delivery and performance are:  

ω Service Demand  

ω Resource Distribution  

ω Resource Concentration  

ω Resource Reliability  

ω Response Performance  

Service Demand Analysis  

Incident Type Analysis  

The first component evaluated is service demand by incident type. While service demand 

can be measured simply as the number of incidents within a given time period, seeing that 

same demand categorized by incident type provides policymakers the ability to a ssess 

current demand and plan for future demand. The National Fire Incident Reporting System 

(NFIRS) has developed a classification system to categorize various types of incidents. 

These codes identify the various types of incidents to which the fire depar tment responds 

and allows the fire department to document the full range of incidents it handles. This 

information can be used to analyze the frequency of different types of incidents, provide 

insight on fire and other incident problems, and identify train ing needs. The codes are three 

digits and are grouped into series by the first digit , as illustrated in  Figure 2. 
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Figure 2: NFIRS Incident Types 

Incident Series  Incident Heading  

100-Series Fires 

200-Series Overpressure Rupture, Explosion, Overheat (No Fire)  

300-Series Rescue and Emergency Medical Service (EMS) Incidents  

400-Series Hazardous Condition (No Fire)  

500-Series Service Call  

600-Series Canceled, Good Intent  

700-Series False Alarm, False Call  

800-Series Severe Weather, Natural Disaster  

900-Series Special Incident Type  

 

  



Cooperative Services Feasibility Study  Yamhill County Fire Departments & Districts  

12 

 

Incidents by NFIRS Incident Type ñLinear  

The first analysis of incidents by NFIRS type provides a view of incidents over time for each 

jurisdiction.  

Amity Fire District  

From 2015 to 2018, AFD experienced an increase of 11.71% in service demand overall , 

which was comprised of a 0.98% increase from 2015 to 2016, a 7.25% increase from 2016 to 

2017, and a 3.15% increase from 2017 to 2018. This change encompassed a decrease of 

8.33% in alarm incidents, an increase in all other incident types ranging from 6.90% for 

emergency medical incidents to 23.4% for other incidents.  

Figure 3: AFD Incidents by NFIRS Type , 2015ð2018 
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Dayton Fire District  

From 2015 to 2018, DFD experienced a decrease of 9.13% in service demand overall , which 

was comprised of a 3.04% decrease from 2015 to 2016, a 5.10% increase from 2016 to 2017 , 

and a 10.82% decrease from 2017 to 2018. This change encompassed decreases in alarm 

incidents of 22.73% and emergency medical incidents of 28.33%. The remaining  incident 

types increased, ranging from 6.67% for fire incidents to 33.33% for other incidents.  

Figure 4: DFD Incidents by NFIRS Type, 2015ð2018 
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Dundee Fire District  

From 2015 to 2018, DDF experienced a decrease of 24.08% in se rvice demand overall , 

which was comprised of a 19.15% decrease from 2015 to 2016, a 2.37% increase from 2016 

to 2017 , and a n 8.26% decrease from 2017 to 2018. This change encompassed a decrease 

in all incident types, ranging from 2.5% for alarm incidents t o 64.86% for motor vehicle 

collision incidents.  

Figure 5: DDF Incidents by NFIRS Type, 2015ð2018 
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Lafayette Fire Department  

From 2015 to 2018, LFD experienced an increase of 4.50% in service demand overall , which 

was comprised of a 1.45% increase from 2015 to 2016, a 0.71% increase from 2016 to 2017 , 

and a n 11.35% increase from 2017 to 2018. This change encompassed a decrease of 

23.53% in emergency medical incidents , an increase in all other incident types r anging 

from 12.50% for motor vehicle collision incidents to 128.57% for other incidents.  

Figure 6: LFD Incidents by NFIRS Type, 2015ð2018 
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McMinnville Fire Department  

From 2015 to 2018, MFD experienced an increase of 0.48% in se rvice demand overall , 

which was comprised of a n 8.59% increase from 2015 to 2016, a 2.20% increase from 2016 

to 2017 , and a 9.35% decrease from 2017 to 2018. This change encompassed a decrease 

of 5.61% in other incidents and an increase in all other incide nt types ranging from 0.09% for 

emergency medical incidents to 8.33% for motor vehicle collision incidents.  

Figure 7: MFD Incidents by NFIRS Type , 2015ð2018 
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New Carlton Fire District  

From 2015 to 2018, NCFD experienced an increase of 0.33% in service demand overall , 

which was comprised of a 1.17% decrease from 2015 to 2016, a 12.46% increase from 2016 

to 2017 , and a 10.29% decrease from 2017 to 2018. This change encompassed a decrease 

of 10.26% in other incid ents and a decrease of 22.92% in motor vehicle collision incidents. 

There was an increase in all other incident types ranging from 1.54% for fire incidents to 

36.84% for alarm incidents.  

Figure 8: NCFD Incidents by NFIRS Type , 2015ð2018 
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Sheridan Fire District  

From 2015 to 2018, SFD experienced an increase of 7.21% in service demand overall , which 

was comprised of a n 11.25% increase from 2015 to 2016, a 3.24% increase from 2016 to 

2017, and a 6.65% decrease from 2017 to 2018. This change encompassed a n increase of 

13.79% in emergency medical incidents and a decrease in all other incident types ranging 

from 1.61% for f ire incidents to 43.64% for alarm incidents.  

Figure 9: SFD Incidents by NFIRS Type, 2015ð2018 
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West Valley Fire District  

From 2015 to 2018, WVFD experienced a decrease of 6.94% in service demand overall , 

which was comprised of a 16.36% increase from 2015 to 2016, a 5.30% decrease from 2016 

to 2017 , and a 15.55% decrease from 2017 to 2018. This change encompassed a decrease 

of 18.00% in other incidents and a decrease of 9.98% in emergency medical incidents . 

There was an increase in all other incident types ranging from 4.88% for alarm incidents to 

28.00% for fire incidents.  

Figure 10: WVFD Incidents by NFIRS Type, 2015ð2018 
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Yamhill County  

When viewed as a consolidated agency, fr om 2015 to 2018, Yamhill County experienced a 

decrease of 2.07% in service demand overall , which was comprised of a 6.40% increase 

from 2015 to 2016, a 1.71% increase from 2016 to 2017 , and a 9.50% decrease from 2017 to 

2018. This change encompassed an inc rease of 4.86% in fire incidents and a decrease in all 

other incident types ranging from 0.88% for emergency medical incidents to 16.21% for 

other incidents.  

Figure 11: Yamhill County Incidents by NFIRS Type , 2015ð2018 
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Incident s by NFIRS Incident TypeñPercentage  

While the preceding section illustrated the change in service demand over time, it is also 

valuable to analyze response data to compare the various types of incidents to the overall 

total number of incidents.  This comparison provides leadership with valuable data when 

determining the types of resources that may need to be added as service demand 

increases. This comparison is illustrated in the following figures.  

Amity Fire District  

Figure 12: AFD Incidents by NFIRS Type , 2015ð2018 
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Dayton Fire District  

Figure 13: DFD Incidents by NFIRS Type, 2015ð2018 

 

Dundee Fire District  

Figure 14: DDF Incidents by NFIRS Type, 2015ð2018 
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Lafayette Fire Department  

Figure 15: Lafayette Incidents by NFIRS Type , 2015ð2018 

 

McMinnville Fire Department  

Figure 16: MFD Incidents by NFIRS Type , 2015ð2018 
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New Carlton Fire District  

Figure 17: NCFD Incidents by NFIRS Type , 2015ð2018 

 

Sheridan Fire District  

Figure 18: SFD Incidents by NFIRS Type, 2015ð2018 
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West Valley Fire District  

Figure 19: WVFD Incidents by NFIRS Type, 2015ð2018 

 

Yamhill County  

Figure 20: Yamhill County Incidents by NFIRS Type, 2015 ð2018 
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Temporal Analysis  

The second component evaluated is service demand as it relates to the month  of the year , 

day  of the week,  and time  of the day . A key benefit of temporal analysis is to provide 

leadership the ability to not only consider the overall resource deployment model but also 

to allow for scheduling of non -incident activities when service demand is lower. Non -

incident activities include h ydrant testing, hose testing, training, apparatus maintenance, 

public education, pre -fire planning, etc. Each temporal component is presented as the 

percentage relative to the total service demand for that component.  

Temporal Analysis by Month  

Service dema nd by month is the first temporal component evaluated and illustrated in the 

following figures.  

Amity  Fire District 

The greatest service demand for AFD occurs in July, September,  and October. The lowest 

demand for service occurs from November through April . When possible, non -incident 

activities should be schedule d to avoid July, September, and October . 

Figure 21: AFD Temporal Analysis by Month , 2015ð2018 
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Dayton Fire District  

The greatest service demand for DFD occurs in July and September through December. 

The lowest demand for service occurs from January through June. When possible, non -

incident activities should be scheduled to avoid July and September through December.  

Figure 22: DFD Temporal Analysis b y Month , 2015ð2018 
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