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1.0 EXECUTIVE SUMMARY 

The Salt Spring Island Fire Rescue (SSIFR) is considered a “volunteer” fire department and 
no disrespect is intended or implied to the exempt Fire Chief or the seven career 
firefighters who belong to the International Association of Fire Fighters (IAFF) Local 4467.  
They are an important and integral part of the department. 

There are 44 paid-on-call firefighters who volunteer to be firefighters with the SSIFR.  The 
paid-on-call firefighters derive their primary source of income from employment 
elsewhere.  Unlike career staff, they do not have assigned shift schedules with the fire 
department.  They start to get paid when they are summoned to an emergency incident. 

The Salt Spring Island Fire Protection District (SSIFPD) has established the SSIFR to provide 
fire protection service to the residents of, and visitors to, Salt Spring Island.  They have 
done this through a SSIFPD Bylaw which lists the services the SSIFPD grants authority to 
the SSIFR to provide.  By so doing, the SSIFPD is obliged to meet a Duty of Care.  Taking 
this obligation seriously, the SSIFPD has authorized this review to determine if the SSIFR is 
meeting a reasonable level of performance.  Evaluating the operations of Salt Spring 
Island Fire Rescue (SSIFR) in comparison to National Fire Protection Association (NFPA) 
1720 Standard, Standard for the Organization and Deployment of Fire Suppression 
Operations, Emergency Medical Operations and Special Operations to the Public by 
Volunteer Fire Departments is the object of this report. 

NFPA publishes more than 300 consensus codes and standards intended to minimize the 
possibility and effects of fire and other risks.  NFPA codes and standards, administered by 
more than 250 Technical Committees comprising approximately 8,000 volunteers, are 
referenced and used throughout the world.  Adoption of any NFPA code can have 
consequences.  NFPA codes are routinely updated every five years and adopting an NFPA 
standard as a policy carte blanche could result in a community being held to that standard 
which may be impossible for them to meet.  The current (2014) edition of NFPA 1720 
Section 1.3 Application 1.3.1 instructs the Authority Having Jurisdiction (AHJ) to 
determine if this standard applies to its fire department. 

This standard is generic and does not take into consideration the unique circumstances of 
the SSIFPD.  NFPA 1720 may be relatively easy for some communities to meet who do not 
have island isolation, topographical challenges or the many variables and factors beyond 
the control and influence of the SSIFPD. 



www:FireWiseConsulting.com     Evaluation of Salt Spring Fire Department Operations to NFPA 1720   March 2018 

NFPA 1720 is a good guideline to use in comparing how the SSIFR is performing to this 
standard.  We believe the SSIFPD should not adopt NFPA 1720 as the performance 
standard for the SSIFR.  In the narrative, charts, and tables in the sections of this report, 
the SSIFR is evaluated to the NFPA 1720 standard, and in general, terms the SSIFR is 
performing quite well when the many community challenges are considered.   

We believe a more practical path for the SSIFPD and the SSIFR going forward is to use this 
report to start a performance measuring process.  Using the data in the report and from 
other sources to establish performance measuring targets so continuous improvements 
can be made. 

The SSIFR is evolving.  It is in a long transition from being a fully volunteer service to 
becoming a “composite” fire service with full-time career and paid-on-call firefighters.  
Chief George recognizes that as part of the evolution of the SSIFR, adjustments to the 
service delivery model are required to improve the evening and overnight response time.  
One way to do that is to better utilize the career staff by arranging shift schedules to have 
some career staff on duty during this time so they can reduce the turn-out time which is 
one variable in the overall response time targets the SSIFR can control. 

Statistically, FWC determined there has been a significantly longer turn-out response time 
for calls that occur between the 1700 hrs. and 0700 hrs. (the “Evening/Night Shift”) as 
opposed to the “day shift” (0700 hrs – 1700 hrs.). This delay in response time impacts and 
increases the risks of loss of life/property and for structure fires an increased risk for the 
firefighters with a greater likelihood of flashover and structural collapse.   

Approximately 46% of fire events happen during the Evening/Night Shift when the fire 
stations are not staffed, and responses are reliant on the Standby Duty Officer and POC 
volunteers.   

The increase in response times during the Evening/Night Shift could be significantly 
improved if the Fire Chief had more flexibility to manage his human resources, 
particularly the career firefighters, more effectively. The current restrictions on the Fire 
Chief appear to contribute to a heightened level of risk with respect to Public Safety 
issues and to property losses. 

It is apparent that the governance of the Salt Spring Fire Department has matured greatly 
since the first collective agreement was negotiated. Today’s Board of Trustees find that 
the language which was agreed to in 2005 has limited the ability of the Fire Chief to 
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operate and oversee the fire service on Salt Spring in a manner that reflects the mutual 
best interests of the landowners and the firefighters, many of whom are landowners. 
There is no question that having career firefighters combined with a roster of dedicated 
paid-on-call firefighters has provided the community with an acceptable level of fire 
service. However, it is felt that with some adjustments to the staffing model an improved 
level of service could be achieved. By allowing the Fire Chief to schedule firefighting staff 
to provide better 24/7 coverage, an improvement to the department’s performance can 
be achieved by improving response times between 1700 hrs and 0700 hrs.  By adjusting 
shift schedules, mitigation of some threats to Public Safety will be a positive outcome. 
Having two career staff members on duty during the Evening/Night Shift would be a 
recommended approach to achieving these objectives. 

The report suggests that perhaps paid-on-call members could be “paired” on blended 
crews with career staff.  The paid-on-call firefighters could agree to be on minimum 
standby pay and would “bump” up to the normal paid-on-call rate when a call for service 
comes in.  Career and paid-on-call staff receive the same accredited training, so the issue 
of training should not be in question.  An assumption is made that because of the 
experience the career staff have; they would be the officers in charge of the crews.  The 
career members would conduct an incident size up, develop an incident action plan and 
call for more resources or stand down other crews. 

The driving time from nine residential addresses of current SSIFR firefighters were 
checked to confirm the time it will take them to respond from their residence to the 
nearest fire hall.  If the current staffing model is continued, response times are not likely 
to improve.  The road network on Salt Spring Island is fixed and is a reality which must be 
factored in to response time targets. 

Complete analysis of the historical call data was a challenge.  Analytical data we received 
was found to have missing times or erroneous data.  The SSIFR tracks data for payroll 
commencing at the time the call is transmitted.  We assume at peak or busy times the 
CRD Fire Dispatch in Langford may not complete the call data entry until dispatch activity 
allows for the dispatcher to complete the record.  If a dispatcher is busy, they may page 
out a fire department and return to finish the call processing time information twenty 
minutes later.  In the data, we received for analysis; the call processing time appears 
erroneous for some events because of the twenty-minute (or longer) time delay.  Another 
example of missing data was “on the air” responding or returning to service times which 
we understand is captured by a radio transmission.   
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Without question, the CRD Langford dispatch centre does a good job of taking 9-1-1 calls 
and dispatching fire departments.  This depth of analytical analysis may have never been 
requested from them before, and so the issue of erroneous, incomplete or missing data 
may not have been recognized.  If this level of analysis is going to be used, an audit and 
verification system of events should be implemented. 

Concerning demand zones, it may not be possible for the SSIFR to consistently meet the 
initial attack requirements of urban, suburban, and rural as prescribed in NFPA 1720. 
Table 19 is a map noting all calls where SSIFR has arrived in under or over 14 minutes as a 
suggested response time target in NFPA 1720.  Analysis of historical performance of the 
SSIFR confirm this as noted on Table 20 which indicates how many incidents the SSIFR 
response time was over fifteen minutes.  Over the evening and night time hours, the 
number of response times over fifteen minutes is greater. 

The Ganges fire hall is a concern for many reasons which have been articulated before 
many times.  It needs to be replaced, and the Brinkworthy Road site is a good location for 
several reasons.  Servicing the north end of the Island will be improved because more 
resources will be north of where they are currently located. 

Health and safety concerns at the existing fire hall are increasing and need to be 
addressed soon.  It is assumed a new fire hall will be the top priority in the coming 
months. 

The report makes eight recommendations plus many other suggestions in the narrative 
for ways to improve performance levels. 

In summary, NFPA 1720 could be used as guideline but not be adopted by the SSIFPD.  
Consideration should be given to having a blended career and paid-on-call staffing from 
17:00 hours to 07:00 hours to improve response times during this period.  An audit and 
verification system to account for missing information in event recording should be 
implemented if thorough analysis of events is required.  A new number one fire hall is a 
priority. 
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1.1 Summary of Recommendations 

RECOMMENDATION: 9.1.1 

SSIFPD request the Fire Chief to provide alternate solutions to the current overnight staffing 
arrangements that will reflect the commitment of SSIFPD to public safety and best possible response of 
resources to incidents that occur between the hours of 1700 hrs and 0700 hrs. 

RECOMMENDATION: 9.1.2 

Consideration should be given to utilizing a blended career and paid-on-call staffing model. 

RECOMMENDATION: 9.2.1 

That the SSIFPD should consider all aspects of community risk including commercial development in its 
District Strategic Plan and not simply demographics in the core area of Ganges when planning for an 
effective fire department response force. 

RECOMMENDATION: 9.2.2 

That the SSIFPD move immediately to map out a Project Charter to develop a new Fire Hall 
# 1. 

RECOMMENDATION: 9.3.1 

The SSIFPD and SSIFR continue their practice of open, transparent and consultation-based 
accountability and, communication the key issues that are under discussion. 

RECOMMENDATION: 9.4.1 

The SSIFPD ensure that they have the appropriate policy documents in place to support the 
Fire Chief to carry out his responsibilities within the framework 
of Bylaws 59 and 92. 

RECOMMENDATION: 9.5.1 

The SSIFPD make a concerted effort to build strategic partnerships with various other 
government agencies to assist them to advance their key projects while maintaining an 
effective and efficient administration system. 

RECOMMENDATION: 9.6.1 

The SSIFPD should revisit the objectives contained within their 10 Year Plan to ascertain if they are still 
relevant and determine the priorities, developing strategies and timeframes to complete the desired 
goals. 
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