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IMPLEMENTATION PLANNING

ESCI has published and presented many studies and reports to clients over the years.
Often, clients are overwhelmed with information and options. It takes time to digest the
report and then figure out what to do next. ESCI finds it useful to offer a plan to help our
clients break down the process into smaller segments. Those smaller pieces allow
policymakers, fire chiefs, and communities to examine details and have discussions
about what is possible. The following is offered as a framework to consider in the initial
stages of evaluation. It is a strategic planning approach to partnerships.

The first decision is whether the organizations are to do anything at all, or continue on a
status quo basis. Once a decision is made to consider an enhanced regional service
delivery model, ESCI offers the following steps as a systematic and manageable
process.

Conduct Vision Session(s) with Policymakers

The initial stage of implementation begins with the most elementary decision: "Do we
want to move forward or note” It is extremely important that, at this stage of the
process, it is clearly recognized that this is a public policy decision on the part of the
governing entities involved. A decision to consider altering the way in which a critical
public safety service is provided, in some cases even permanently altering the
governance of those services, is clearly in the purview of the elected bodies. While
senior management input should be considered, the final decision should not rest at
any level lower in the organization than those who are elected to represent the
customers.
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For this reason, ESCI recommends that the elected representatives of the agencies
meet for the initial discussion of the feasibility study and its projected operational and
fiscal outcomes. Depending on the number of elected officials, the policymakers can
decide whether to include all elected officials or a group assigned to represent each
governing entity. During this policy stage, additional staff involvement should be
somewhat limited, perhaps at the senior management level, and then for the sole
purpose of providing technical support. It is important to limit the ability for the process
to be “hijacked" at this point by strenuous arguments for or against the idea from those
operations level personnel whose opinions may be influenced by turf, power, or control
issues. Stakeholder input is important, but plentiful opportunities can be provided for this
once the policy bodies have determined what is in the best interest of their citizens as a
matter of public policy.

It is equally important that the policy bodies recognize exactly what decision is being
considered in the initial vision meetings. The purpose is to weigh the strategies,
operational advantages, fiscal outcomes, and potential impediments of the feasibility
to determine whether fo commit local resources to move the process forward. The
decision is not, at this point, a final decision to “flip the switch.” The final commitment to
take legal actions necessary to finalize the implementation of any given strategy will
come much further into the process.

This initial vision meeting can be likened to the court process known as a probable
cause hearing. The purpose of such a hearing is for a judge or grand jury to determine if
sufficient evidence exists to warrant an arrest and a trial. The probable cause hearing
does not determine the final verdict or sentence. That occurs after the much more
thorough process and deliberation of the trial. Likewise, the vision meetings are for the
policymakers to judge whether sufficient evidence exists to warrant moving forward.
The final verdict on whether to take legal or contractual actions to implement will come
after weeks, months, or even years of additional detailed planning work involving
stakeholders, operations staff, legal counsel, finance personnel, and others. As this
actualimplementation planning work moves forward, there may be several points at
which new information or significant obstacles arise that cause one or more
communities to decide not to finalize and implement the Plan.
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The term "vision session” is used here because the policymakers will be determining their
joint decision on a future vision toward which the additional work of implementation will
be directed. In many cases, several legal, operational, or functional strategies are
presented as being feasible in the study. These may involve various options for
governance, finance, and organizational structure. Which one or ones should the
entities pursue, if any? This will become the joint vision of the policymakers.

One of the best methods for initiating this visioning process is to begin with policymakers
sharing an open discussion of critical issues. Each entity's representatives can present a
short description of those critical issues, service gaps, or service redundancies that
might be concerning them relative to their provision of public safety services. As each
entity takes their turn presenting these issues, a picture typically emerges of those
shared critical issues that two or more of the entities have in common. This assists in
focusing the discussion on which of the feasible options from the study best address
those critical common issues and how.

As the discussion focuses on those feasible options with the greatest opportunity to
positively impact shared critical issues, the discussion can expand to the strengths and
weaknesses of the strategies relative to the conditions, financial abilities, and cultural
attitudes of the communities involved. There should be a concerted effort to remain at
a policy level without becoming overly embroiled in operational discussions of
implementation details. Those will be addressed once a common vision has been
established for a future strategy that is in the best interest of all the communities
involved.

This is also the fime that participants may decide to opt-out of further involvement. This
may occur for several reasons. There may be a legitimate concern that an individual
community does not truly share an adequate number of common critical issues with
the other communities. There may also be a legitimate concern that the feasible
strategies do not do enough to benefit a given community and would leave it with too
many remaining critical issues. And, of course, there is always the possibility that a given
community will not feel that the projected financial outcome is within their ability or
provides a cost-benefit that is better than their current situation. Any such decisions by
one or more communities should not be considered a discouraging factor, for that is
the very purpose of the vision sessions. In many cases, other remaining entities continue
moving forward with a shared vision for cooperative service delivery even after one or
more communities determine not to.
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The goal of the vision session(s) is to come out with a decision by the policy bodies on
whether to continue with the next steps and, if so, what direction those steps should
take. The vision should be sufficiently decisive as to be actionable by senior appointed
officials and staff. While there will be many, many details to work out in the
implementation process, the vision should clearly articulate the intention of the
agreeing policy bodies on the desired outcome from the specified cooperative service
strategy or strategies. Once this occurs, the real work begins.

After setting the joint vision, this policymaker group should meet together at set
infervals, or as needed, to hear the progress of the Implementation Committee and its
Working Groups and refine direction when necessary. The appropriate interval will
depend on the situation and the complexity and length of the process itself, but a
quarterly meeting is often sufficient.

Establish a Joint Implementation Committee

The next step in the process is to establish a Joint Implementation Committee that will
be given the overall responsibility with leadership and management of the planning
and implementation process. This will be the “nuts and bolts" group that works through
the details, overcomes the challenges, reacts to new information, and makes many of
the actual decisions on the implementation plan. This group should have a much wider
representation from stakeholders both inside and outside of the individual organizations
involved. Membership in the Joint Implementation Committee may include senior
management personnel and, where appropriate, labor representatives. The following is
an example of a Joint Implementation Committee:

+ City Manager or Board Chair {or equivalent) from each organization
e Fire Chief

* Finance Director from each organization

* Laborrepresentatives from each agency

* Volunteer representatives from each volunteer organization involved

The Joint Implementation Committee should select a chair or co-chairs to function as
organizers and facilitators for the committee meetings. In addition, their first order of
business should be to determine the rules and procedures of this committee. This should
include such items as:

» How often does this group meet (monthly is typicail)2
» How are absences handled (assigned alternates are recommended)?

B Emergency Services 4

Consulting International



North Willamette Valley Fire Protection District Emergency Services Consulting International

* How does communication (occasionally secure) within this committee take
place®e

* How will meetings be conducted? Are there “rules of conduct” for the meetingse

» Under what circumstances will the meetings be opened to attendance by non-
members?

* How will the group pursue consensuse When voting is necessary, how will that
OoCCure

Develop an Implementation Strategic Plan

Once the ground rules have been set, the Joint Implementation Committee should
schedule a strategic planning process. The strategic planning process should be held in
a neutral setting away from the daily activities and noise of the usual office
environment. It need not be an expensive retreat, but it should be organized to focus
energy and aftention exclusively on the planning process for its duration.

The purpose of the initial strategic planning session should be as follows:
» To further articulate and refine the joint vision set by the policy bodies.
» To identify critical issues that will be met as the implementation process unfolds.
e To identify potential impediments to implementation from:

*  Organizational culture
= Availability of data and information
* Lack of sufficient staff to carry through implementation processes
* Outside influences and time demands
» To set the specific goals and objectives of the implementation process and the

timelines for accomplishment.
» To establish the necessary Implementation Working Groups.

This process should result in the preparation of an implementation-planning document
that can be shared with the policy body, stakeholders, and others who will be involved
in or affected by the implementation process. The document should provide the joint
vision, describe the cooperative service strategy or strategies being pursued, the
desired outcome, the goals that must be met in order for implementation to be
achieved, and the individual objectives, tasks, and timelines for accomplishment. When
fully and adequately prepared, this document will serve as the master "road map” for
the process and will help guide the next steps of developing working groups and
assigning responsibilities.
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Establish Implementation Working Groups

As part of the implementation strategic planning process, various Implementation
Working Groups should be established that would be charged with responsibility for
performing the necessary detailed work involved in analyzing, weighing, and deciding
on specific processes. Membership for these Implementation Working Groups should be
roughly identified as part of that process as well.

The number and titles of the working groups will vary, depending on the type and
complexity of the strategies being pursued. However, the following list provides some
typical working groups used in most consolidation processes and a description of some
of their primary assigned functions and responsibilities.

Governance Working Group

This group will be assigned to examine and evaluate various governance options for
the cooperative services effort. A recommendation and process steps will be provided
back to the Joint Implementation Committee and the Policymaker Group. Once
approved, this working 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 city/district and agency
management,

Finance Working Group

This group will be assigned to review the financial projections contained in the feasibility
study and complete any refinements or updating necessary. The group will look at all
possible funding mechanisms and will work in partnership with the Governance Working
Group to determine the impact on local revenue sources and options. Where revenue
is fo be determined by formula rather than a property tax rate, such as in a contractual
cooperative venture, this group will evaluate various formula components and model
the outcomes, resulting in recommendations for a final funding methodology and cost
distribution formula. The membership of this group typically involves senior financial
managers and staff analysts and may also include representatives from the agencies'
administrative staffs.
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Legal Working Group

Working in partnership with the Governance Working Group, this group will identify all of
the legal aspects of the selected strategy and will identify steps to ensure the process
meets all legal obligations of process and law. Where necessary, this group will oversee
the preparation and presentation of policy actions such as ordinances, joint resolutions,
petitions, dissolutions, and enabling legislation. The group will also be responsible for
working with other elected bodies, such as State Legislatures, the State Fire Marshal,
and the insurance industry, when necessary, to accomplish the establishment of local
selected governance. The membership of this group typically involves legal counsel
from the various entities involved and may also include senior city/district management
staff.

Operations Working Group

This group will be responsible for an extensive amount of work and may need to
establish multiple sub-groups to accommodate its workload. The group will work out all
the details of the necessary operational changes required by the strategy. 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 Support Services and
Logistics Working Group, if established. The membership of this group typically involves
senior agency management, mid-level officers, training staff, and volunteer
representatives. This list often expands with the complexity of the services being
provided by the agencies.

Support Services and Logistics Working Group (Optional)

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 staffs. Where involved, support divisions such as
Maintenance, Fire Prevention, etc., will also be represented.
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Communications Working Group

Perhaps one of the most important, 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 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 with the public on
this particular 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 what they do not clearly
understand. A well-informed workforce and public will reduce conflict. The membership
of the group typically involves public information officers and senior city or agency
management.

Meet, Identify, Challenge, Refine, and Overcome

Once the working groups are established, meeting, and completing their various
responsibilities and assignments, it will be important to maintain organized
communication up and down the chain. The working group chairs should regularly
report to the Joint Implementation Committee. When new challenges, issues,
impediments, or opportunities are identified by the working groups, these issues need to
be communicated to the Joint Implementation Committee so 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 precipitate a
refinement of the original joint vision.

The process is continuous as the objectives of the strategic Plan are accomplished one
by one. When sufficient objectives have been met, the Joint Implementation
Committee can declare various goals as having been fully met until the point comes
when the actual implementation approval or petitioning for a district formation/vote
needs to be sought from the policy bodies. This formal “flipping of the switch" will mark
the point at which implementation ends and integration of the agencies begins.
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| SAMPLE IMPLEMENTATION PLAN

Starting the direct delivery of fire/EMS service will not be a simple task. Much work is
required to ensure the seamless transition of service from Existing Yamhill Agencies to the
North Yamhill Fire Protection District. The primary focus of this effort must be to effectively
manage the tfransition so that there is no interruption of service to the community.

This Transition Plan describes in detail the actions that are necessary to accomplish the
transfer of operational responsibility. The Plan is divided into eight functional areas:

Organization and Operations
Capital Assets and Equipment
Human Resources

Finance

Risk Management

Legal

Technology

External Relationships

NN~

Each functional area begins with a summary description of the work effort required to
ensure all needs of that function have been properly addressed prior to transition.
Following the summary is a comprehensive and detailed list of tasks to be completed,
the outcomes intended by each task, and the person(s) or department(s) responsible for
completing each task.

The transition of service will add workload to all the participating agencies. Establishing
clear authority and effective communications systems during the transition will be
important. The use of interdisciplinary teams focused on developing collaborative
solutions should produce efficient support systems for each participating agency.

Finally, keeping an open line of communications with the public will be imperative. They
will need assurance that their fire and emergency services will continue unimpaired
through the transition from the current agencies to the new fire district and beyond.

Implementation of this Plan should provide for a smooth transition of service in keeping
with the core goal of providing seamless and uninterrupted delivery of fire and
emergency services to the community.
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Organization and Operations

A variety of activities are necessary. Clearly defined service delivery standards of
performance must be established to lay the foundation for the acquisition of resources
needed to deliver the desired service level. Policies, procedures, and guidelines must be
developed to define operational practices. Staffing plans, training systems, response
assignments, and other organizational systems must be developed and implemented.

The most pressing need is the recruitment and retention of a Chief Executive Officer (Fire
Chief) for the new fire district. This person will lead the organization pre- and post-transition
and must be intimately involved in its establishment. The new fire district board should
seek a dynamic, modern-thinking leader with the energy and capability to develop the
organization into a robust, efficient, and effective service delivery system.

A staffing plan will need to be developed and implemented, listing all of the human
resources needed fo deliver the defined level of service within budgetary limitations.
Many of these staff members will transition from the existing agencies to the new fire
district, but it is not certain how many, or what rank and experience levels staff may
migrate. However, it is not expected that all positions will be filled in this manner. The Fire
Chief will need to work closely with the new districts Human Resources Department to
recruit quality staff for the new fire district (specific tasks are listed in the Human Resources
section of this Plan).
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North Willamette Valley Fire Protection District Emergency Services Consulting International

Capital Assets and Equipment

The effective delivery of fire and emergency services requires the use of facilities,
apparatus, equipment, and supplies. Each participating agency owns many of these
assets that are currently operating in the new fire district.

These assets will need to be converted for use by the new fire district. During the transition,
a variety of tasks will be required. Facilities, apparatus, and equipment owned by each
participating agency will need to be inventoried, and agreements reached on the timing
for the transition. The current condition of each asset will need to be identified, and any
required repairs completed prior to the transition.

Systems to provide ongoing repair and maintenance for facilities, apparatus, and
equipment will need to be developed and resources to conduct that work acquired.
Contracts for service and repair vendors will need to be negotiated and executed. Utility
services must be notified of the fransition so that billings are routed correctly.

The suitability of apparatus for the new fire district service area should be evaluated. If
apparatus type changes are needed, the acquisition process should begin early in the
transition process.

A supplies inventory will need to be identified and enough supplies acquired. This includes
office supplies, station operation and maintenance supplies, and more.

Agreements must be reached with each participating agency for specific timing of
conversion of assets and inventory. The existing agency will be the service provider until
the actual date and time of transition. Developing a plan for the seamless transition of
service and the hand-off of the assets necessary to conduct that service will be critical.

BCI Emergency Services 1 6
Consulting International
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North Willamette Valley Fire Protection District Emergency Services Consulting International

Human Resources

The delivery of fire and emergency services is a human resources intensive function. The
new fire district will need to hire, equip, and train personnel and have them ready to
provide service by the date of transition. Much work is involved in accomplishing this.

Human resources rules will need to be established for the new fire district. Ideally, the
existing rules, with minor modifications, can be used for the new fire district.

Wages, benefits, and other considerations must be determined. Insurance plans will need
to be established, the status of health plans for existing retirees determined, and benefits
coordinated between insurance plans.

Records systems need to be established and relevant information entered into these
systems. Labor and volunteer association representation will need to be determined and
any agreements developed as necessary.

A recruitment, testing, and hiring process will be required. This is a time-intensive activity
and should begin as quickly as possible. All existihg participating agency
employees/volunteers will require orientation and training in advance of the date of
transition. This fraining includes required compliance training (EEO, substance abuse,
workplace, etc.) and job-specific training so that personnel can provide effective service
on the date of transition.

The use of interdisciplinary teams for this transition activity will be important. Systems and
considerations established for fire district employees and volunteers will impact a variety
of support departments. Coordination is important to develop ongoing support
capability that has the least impact on workload.

ECI Emergency Services 21
Consulting Internationat



[44

|euoneusaiu| Buninsuo)
s201M9g Aousbiawg

[S3

SJUDYNSUOD JogpT]
$92IN0SDY UDWNH

‘payiuspl Usaqg aADY saBDXDDd JIjauag puD SBDM BU] :BWONO

JoUCIBUIBIU| BUINSUOD) S&D1AI8S ADUSBISWT

014
10}PUIPIO0D ‘sooho|dwa
saolAIes all4 [ADNIOV] [ADNIOV] pauy Amau 10} SUOIHDISPISUOD IBYI0 PUD ‘Sjiiauaq ‘sabom Allluspl
SIUDJNSUOD) JogPT
$921N0s3Y UDWINH &
1ODUIPIO0D) ‘suonisod ||D JO) 9|gD|IDAD SID SUOIDDRIDSAS UODDIYISSD|D) :8WoN0
soolAIBS a1l [ADNIOV] "suollisod [ADNIOV] |Io 40} SuolOIIDads UOIDDIISSDID dojaaaq
‘sosAo|dwa
[ADNIOV] Jswuo) BulpioBsl paisypB us9q SOY UOHOWIOU| BWodN0
$92IN0SaY UDWINH 0oz . , , , )
DS ‘SUODDYIHBD ‘SBIPP Uoowo.d ‘SIDP Ay ‘SSDJD JaWIOY
aullIBlep 0} sesAodws [ADNIDY] Jouwoy Auo w0l sojl [puuosiad uibiao
‘Payiiuepl
SO2IN0SaY UDWNH
usag 2ADY sesAoldwa |D)USJOd JO SBWDU PUD Jaguinu 8y BWodN0
JOJDUIPIOOD 0l .
juswiAo|dwa [ADNIOV]
s90IM8S Bl [ADONIOV] %095 0} 49910 ADW OyMm $88A0IdWS [ADNIDV] JOWLIO] JO JSGUUNU Sy} SUILLISISQ
‘Buluiol) pup ‘B3| ‘sUcKD|B1 JOgD| ‘UOHDISIUILUPD Sjjauaq ‘sUoln|a) 89A0|dWS
S9DIN0SY UDWNH 'SPI0D31 ‘UOUDUSIUIIPD ADd 10} Paljiluap! Usaq SADY PROPUOM oy} poddns
10JDUIPIOOD og O} paiinbal s821N0sa1 PUD P3IIUDND S| POOPUOM S2DIN0SSY UDWINY :BWoN0

$90|AIS Blld [ADNIOV]

Anqisuodsay

SINOH pajowiysy

‘POOPIOM BU} OBDUDW AjRAlID8)l8 0] popasu
BUDIS B} SUILWISISP PUD POORIOM S30IN0SSY UDWNH MBU [DIUS10d MaiASy

$3SD] S92IN0S3Y UDWINH

JOUISIQ UOID340Id B11f ASIIOA SHOWIDIIM UHON



€C

Jeuonjeusau} Buginsuo)
saouag Aousbiawg

SJUDYNSUOD J0QDT
$O2INOSOY UDWINH

‘uolisuny o} Joud [ADNIDY] 9y4 ul 8op|d Ul aIo
PUD PayYSIgD}Se Udag 2ADY $8JNJ S92IN0Ssa. UDWNY PadolaAap Ajjnd :2wodn0o

Alpqisuodsay

|[oUOBUIBIU| BUINSUOD) sODIAISS Aouabiowg

SINOH paowilysy

pepasU SD seaA0|dWS Ay PUD ‘10885 ‘INIDSY

$HSB] S82INO0SDY UDWNH

1OUISIQ UOHDDL0I Sli4 ASIIOA SHOWD|IM UHON

oy *SOIHIAILOD $92JN0SS) UbwiNy
e & 2 [AON3OV] 2}opowwos0 o} oypudoiddo sp sain AIPow 10 PPY ‘[AONIOV]
$901AIRS Bl [ADNIOV] 10} AIGDJINS JISYL SUILLISISP O} S9N S92IN0S3) UDWNY [ADNIOV] MmaIAsy ‘0l
b7 Q.UoEoEo_QE_ pup
‘PBQUISIP ‘PALIUSPI USS] SADY $idS2UOCD UOHDIUSSaIdS) JOQDT :8W0d4N0
SJUDJNSUOD) JOgDT Psq P psiitusP . ,Ftov. SFucalipYs -2
$92IN0SaY UDWNH 08 |UBWOBOUDW ‘G
1OJDUIPIOOD JoIS 8U D
s921AI88 314 [ADNIDV] {[ADNIOV] Jo} uoypbussaldal Jogo| 1OULO) O} Up|d D dojeAsq ‘4
e "PUIDUIDW BID $8|l} |[DUUOSIad 818|duwOD) :BWOodN0
"AI}O81100 PSINOI S| UOLDULIOIU 8INSUD
10IBUIRICOD or 0} saINPa20Id Ys||gpis] 'S82IN0Say UDWNH AQ PSUIDIUIDU 8¢ O} UOIDULIOjU|
SOINISS Bl [AONFOV] PUD [ADNIDV] AQ PaUIDIUDW 8q [iM Oy} uoyouLoUl S)ij [uuosiad Ajyusp| ‘g
S92IN0SIY UDWINH ‘Buiuibiy uolpuBUO A{BND PaAISD3aI SADY s8aA0|dWS [ADNIOV] IV :2Wwodn0
10JDUIPICOD 08 ‘Jouuosiad
sooIA8S 8l [ADNIOV] [ADNIDV] mau |0 O} Buluioy UOKDIUSLO ISAISP PUD WNNDILND dojeAaq  */
‘UOIHISUDL} JO 91DP 3y} 0} Joud Buiuibiy pasnbal
JONPUOD O} Wl Ul $98A0[dWS PalIIDND Yiim PaJ|I} 810 SUOHISOd || :@WodN0
popasu SO siIvylO |
slojoadsujal{ Y
oysiow a4 [
SOUDYDSW |
$92IN0S9Y UDWINH HolseolO 'y
JopouiplooD) ove so|pawbingd ‘6
SSOIABS Bl [ADNIOV] siepyblany 7y
sissubuy ‘e
supydpd P
S|RIYD uolpydyg O
SiBIYD uoisiAig - g
PBlIyp a4 o

9




ve

[euonjeusaqu| Buninsuo)
S901M3g Aouablowg

PDS3

$92INOSOY UDWINH

*SWIDXS [PDIPAW [PNUUD palsnbal ay) papircid 21D seaio|dwil :dwodino

[ouolDUIBIUL BulyNsUOD sao1AIes Adusbisuig

IOIDUIPIO0D g (uolsioap A21I0d) *SWIDXS [P2IPSW [PNUUD
s82IASS 2l [ADNIOV] AIOJOPUDW 10 8AI}D3|S JOHUOW PUD JONPUOD O} JOPUSA PUD $58201d D Ysiigois ‘81
*9JDpP uolsuUDly 3y} 0} Joud Buluioly
$92JN0S3Y UDWINH
22up|dwod AfIPNL PaAIBD8s SADY $98A0IAdWS [ADNIODV] IV :PDwoan0
10joUIPIo0D 09 (218 ‘8sNgD 22UDISaNS ‘JUBLISSDIDY
s82InBS Bu3 [ADNIOV] sop|dbyom ‘033) sesioidws [ADNIOV] [0 ©f Buluipl 92UDIdWoD JBAISd /1
10 AQ pabpsjmouon
PUD paulsp usdd SADY §85592001d PUD ‘SaIILOYIND ‘Saliqisuodsay :awodnQ
S@2IN0S3Y UDWNH §5920.d UODDYISSDD D
101DUIPIO0D 0 suoypBisaAul Aiouldiosig  *g
$92IM8S 814 [ADNIOVI] siup|dwoD 92A0|dwg ‘D
SUOIIDUNY SBDINOSSY UDWINH PUD [ADNIOVI
usaMmiaq diysuolpiSl Sy} IO} UOHDUIPIOOD pupL SADMUDd o810 ysigolsy ‘91
'S¥3d 0} pepiacid usaqg soy a214ou Jadold :BwWodng
S92INOSaY UDWINH ol ‘Bupiiom [puuosiad Ajajps-UoU pUD
Ajaos yjog ypm 1oAoidwe SAIOD UD S| [ADNIOV] 10U} S¥3d O} 8D110U 8pIAcld Gl
‘PalNbOD USSQ SADY SAJI} [BUUOSIS :SWO0dIN0
$92IN0SOY UDWNH 0l ‘[ADONIDV] wioy
paly ssaiojduwis Aup 10j so|l fpuuosiad ||ny Bujuipiqo Jo poyiew [pba| sulwoxg i1
'soAio|dwa |pipusiod
soo1Aa8 ABojouyoa]
10} UOIIDULOJUL JO 92IN0S [NJBSN D Sl PUD PadO|SASP S SHSOM 8Y] :BWOodIN0
101oUPIo0D 09 ‘uoljbuuIoiul 8A0IdWS
$90IMSS alld [AONIOV] PUD SSHALOD juswijinidal pJoddns [iIm oyl [ADNIOV] Jo) alisgam o dojaaaq €1
‘pauUILISIOP U]
SOy swpiboid asupinsul yiosy 1o} Apaible asioidwa [ADNIOV] :awodn0
S90IN0SSY UDWINH Sy swpiBoud jusuaqg yyosy
MmaUu ay} Joj upjd uolbiusuo up dojeaap ‘s|iqpaddp Jf “swoiBoid aounINsul
[ADNIDV] Ul papnoul &g o} sesAolduwa [ADNIOV] Jol woiboid b dojpasqg ‘Zi
"ADNIOV] Ag paly 89 upd |suuosIad PadusLadXs PUD PaIONY) :BWOdINO
‘[euuosiad
$92JN0SaY UDWNH €

Ajliqisuodsay

SINOH pajoLulys]

paousuadxs 1o) suoljisod aiy uado o} sjuswijuioddo Juaioie poddns o) sojn

juswilinIoal s82IN0sa) ubwny [ADNIOV] Su} o} suoisiacid Alud JoIS|o| PPY

$HSD] $82IN0S3Y UDWINH

JOUISIQ UOLOSI0Id S1i4 ASJIOA SHBWID|IM YHON



Jeuoneussul 6uginsuon
mN s9o1M88 Aousblow] Um

*9|qIssod S LUBISISUOD SO pur 320|d

ul a1o sesio|dwe uoypzZIUDBIO PSIDPIOSUOD Sy} O} PAISYO SUD|d :PWod4n0

'seakoidwa [ADNIOV] Bulsixe

O} palayo sup|d o} ajqIssod s Aj9s0[o so asauyy uBly ‘seaio|dwia [ADNIDV] Jo}
swipJBoId uoIOSUSAWIOD PaLREP PUD SHIBUSG YIoay 4O 92IN0S 8yl AJIUSP| ‘41

suolbiay JogoT
S©DIN0SaY UDWINH

$){SD] $32IN0S3Y UDWNY

Ajngisuodsay SINOH pajpuuysy

[oUOIDUIBIU) BUlnNsUuoD) sed1AIas Aduablawg JOUYSIC] UOIIDB}0I 314 AS|IDA SHSWIDIIM YLON



North Willamette Valley Fire Protection District Emergency Services Consulting Intemational

Finance

Like any organization, the new fire district will need a wide range of budget and
accounting services. Establishing highly efficient systems will be a very important
consideration during the transition.

Initially, a transition budget must be developed and adopted along with the necessary
appropriation of funds. The iransition will incur a variety of costs, including the
appointment of new fire department employees in advance of the actual date of
transition.

A budget for the new fire district must be developed and adopted. Accounting systems
must be established to manage district funds. Use of the new district financial system will
be the base of accounting efficiency, and will require programming the system to
support that activity.

Purchase agreements and open purchase orders need to be established. An asset
tracking system will need to be developed to ensure assets are accurately recorded. A
five-year capital improvement plan will need to be developed and adopted.

Accounting and purchasing procedures will need to be developed and personnel
trained in their use. Decisions will need to be made regarding the level of financial
analysis capability that will exist within the new organization and qualified personnel
retained to perform those functions.

This is an area where the use of interdisciplinary teams will be very important. Agreements
reached by one area of the organization will impact the workload of the Finance
function. Developing highly efficient systems must be a critical consideration.
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North Willamette Valley Fire Protection District Emergency Services Consulting International

Risk Management

Risk management services include health and safety services as well as insurance
programs. A variety of activities must be completed prior to the date of transition.

All fire stations will need to be evaluated for safety and compliance concerns and
corrections made prior to transition.

Insurance policies will need to be updated to reflect the return of direct service delivery.
Workers' compensation coverage will need to be obtained and coordinated with
employee health insurance programs.

Databases and other records systems will need to be established and updated to
properly track claims activity. Employee wellness/fitness programs will need to be
established.

Decisions will need to be made regarding the provider of risk management services and
any third-party administration. Predicted new workload and the current capability of
existing resources will be key considerations in this process.
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Legal

Legal services will be required throughout the process of fransition. The new fire district
will need to review, renegotiate, and execute a long list of agreements with other
agencies and entities. These include cooperative service agreements (hazardous
materials response), mutual and automatic aid agreements, purchase of services
agreements (heavy equipment, dispatch), and more. A legal review of these documents
will be required.

As fransition discussions progress, legal services will be needed to interpret these various
agreements and contained provisions to ensure a smooth, legal transition.

There will likely be disagreements between various parties about how the transition should
occur and details regarding assets, employees, and the like. It will be very valuable to
have an effective dispute resolution process in place so these disagreements can be
resolved quickly.
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Technology

The use of technology is essential to the delivery of services and provides an opportunity
to maximize the effectiveness of those services. The new fire district will need to ensure
that various technologies are available for its use before the transition. These include
telecommunications equipment, computer software and hardware, radios, and
computer networks.

A comprehensive inventory of existing systems must be completed. This will provide a
baseline for needed acquisitions and for the transition of systems from existing agencies
to the new fire district,

A thorough technology needs assessment must be prepared to ensure that technology
acquisitions support the new fire districts mission. Service improvement opportunities
through technology should be identified at this stage so that acquisitions provide
maximum value to the organization.

Appropriate technology must be available to new fire district prior to and especially on
the date of transition. System “cut-over" agreements must be reached with the existing
agencies to ensure uninterrupted service.
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North Willamette Valley Fire Protection District Emergency Services Consulting International

External Relationships

No single agency can provide effective delivery of service without the cooperation of
other regional service providers. New Fire District will need to develop new relationships
and identify new opportunities for regional cooperation.

Partnerships for the delivery of specialized services will need to be identified and
agreements set in place. This includes fire/EMS service delivery, hazardous materials
response, technical rescue services, and fire prevention programs.

Developing cooperative programs with neighboring agencies and mutual and
automatic aid partners, will provide new fire district residents significant benefit by sharing
resources. In turn, the new fire district could also offer services outside to neighboring
agencies in a reciprocal manner. Training, quality improvement, and EMS supply
partnerships should be evaluated and entered, as appropriate.

Establishing effective regional partnerships now will enhance the overall quality of service
provided to the community.
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Implementation

This fransition plan describes the work to be accomplished to effect the transition of service
delivery from the existing agencies to new fire district. There is a great deal to be done in a
relatively short time frame. Key considerations to ensure success include:

1. Establishing clear lines of authority and accountability.

2. Ensuring constant and comprehensive communication between the various
agencies staff, the new fire district staff, and other internal and external interests.

3. Detailing each task into an action plan to fully define the work effort involved.

4. Keeping the public and employees fully informed of activities and progress.

Avuthority and Accountability

There needs to be one person to whom responsibility clearly rests for the accomplishment
of this Plan. This person needs to have the organizational placement required to ensure his
or her authority regarding this transition plan is respected.

All who have the responsibility to accomplish tasks outlined in this Plan need to be held
accountable. Reporting systems must be in place to identify the level of progress on the
Plan at key milestones.

Communication

Many tasks outlined in this Plan involve more than one agency or interest. Developing
systems to ensure constant and productive communication between the various
stakeholders will be important to success.

Multi-disciplinary teams should be established to ensure the work of one department or
interest does not adversely affect the work of another. These teams should also ensure that
work is not duplicated.

Regular progress meetings should be conducted so that all stakeholders understand the
progress and challenges of others. Further, these meetings will help coordinate efforts to
avoid duplication or progress along different paths.

Documenting progress in written form will also provide value. Written progress reports
provide a ready reference to all stakeholders as to the status of the transition effort,
challenges being encountered, and a listing of tasks completed.
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Action Plans

This Transition Plan provides a comprehensive and detailed list of tasks to be accomplished.
Detailing each task intfo a written action plan will help to define potential roadblocks,
describe special resources that may be required, identify unexpected inter-relationships,
and define critical milestones.

The following page provides an example action plan form that could be used for this effort.
These plans should be shared with other stakeholders, particularly those who are involved
in task accomplishment.

Public Information

Providing frequent information to the public will be important to the transition's success. The
public will be understandably concerned about the future of their fire and emergency
services because of the termination of the services cumently provided by the existing
agencies.

Information should be provided on a regular basis identifying progress on the Transition Plan.
Details about how service will be delivered by the newly constituted fire district should be
included. As early as possible, contact information for new fire district] should be provided
so members of the public with concerns or special needs post-transition can begin to share
those directly with the new fire district staff.
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Transition Action Plan

Task:
Start Date: End Date:
Task Lead: Assisting:

Action Steps

{ End Person ‘ Resources

Date | Assigned Required

Desired Outcome:

Special Considerations:

Results:
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