
               
 

 
 
 
 

 
 
 

 
 
 

 
 

 
 

Final Report
 

To the Wheatland Town Supervisor 


From Special Advisory Committee 


January 28, 2013 


To provide options to the Town Board, to provide 
quality fire and EMS services outside the Village at 
the best cost. We are doing this to allow the Town 
Board more control over budget issues. We will be 

done by December 31, 2012* 

*Original goal prepared by the committee on August 12, 2012 
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Executive Summary 

A special advisory committee was appointed by the Wheatland Town Supervisor to 
provide options and guidance relative to the delivery of fire and emergency medical 
services in the town of Wheatland outside the Village of Scottsville. 

Between August 2012 and January 2013, the committee met and focused on 
implementing the project plan and goal established for the committee: 

To provide options to the Town Board, to provide quality fire and EMS 
services outside the Village at the best cost.  We are doing this to allow the 
Town Board more control over budget issues.  We will be done by December 
31, 2012. 

The advisory committee conducted interviews, reviewed documents submitted by 
individual agencies, reviewed reports and documents on emergency service delivery 
systems, and discussed the information provided to the committee.  This report is 
submitted in response to the charge made to the committee by the Town Supervisor. 

The report is organized into seven (7) sections.  The Executive Summary provides an 
overview of the goal and work of the committee with a list of the options and 
recommendations. The Introduction provides the issues presented to the committee, 
the project plan, and the work plan executed by the group.  In this section, there is a 
listing of the documents reviewed, interviews conducted and issues discussed.  The 
Findings and Recommendations section is a list of items the committee agrees on by 
consensus, along with observations about the fire and EMS issues.  The committee lists 
the options and/or findings, along with explanations, in the Options and 
Recommendations section.  In Summary Thoughts, there are a number of items of 
advice to the Supervisor, Town Board, fire and EMS agencies in the form of guidance.  
And finally, there are a number of Appended Items that provide insight into the 
committee deliberations. 

At a high level, the committee recommends the following: 

� The Town of Wheatland should contract with the Village of Scottsville for fire and 
EMS service in the Town of Wheatland known as the Wheatland Fire Protection 
District for the immediate future; 

� The Town of Wheatland should form a Working Group, by April 1, 2013, to 
actively pursue forming, at a minimum, one fire district for the Town of 
Wheatland; at a minimum, representation from the following entities should be 
included on the Working Group: Mumford Fire District, Scottsville Fire 
Department, Scottsville Village Board (Fire Commission), the respective 
operational chief officers from the Mumford Fire Department, the Scottsville Fire 
Department, and the Scottsville Rescue Squad, with a total of  7-12 people; 
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Introduction 

The committee was tasked with assisting the Town Supervisor and Town Board with an 
issue confronting many municipalities currently – how to provide quality and effective 
fire and emergency medical services to residents at a reasonable cost.  The question is 
challenging because of a number of complex factors – the rural nature of the Town of 
Wheatland, a declining volunteer base for agencies, the continuing operational 
demands (standards, training, operational requirements), financial challenges, etc. 

The committee consisted of: 

� Jeff Adair, Town Resident 
� Steve Bowman, Village Resident 
� Roger Briggs, Budget Officer, Town of Wheatland 
� Frank West, Town Business Owner 

At the first meeting of the committee, it was determined that a plan was needed to guide 
the work of the group. At the second meeting, a project plan was created with a goal, 
objectives, and a work plan for the group. That project plan is included in the Appended 
Items section. 

The committee conducted meetings over a period of six months. In between the 
meetings, a number of interviews were conducted, documents reviewed, and 
discussions held. 

Committee members reviewed a number of documents during its deliberations.  A 
partial list of the documents reviewed by committee members is included here and 
others are attached in the Appended Items section. 

� A Call for Action, The Blue Ribbon Report, “Preserving and Improving the Future 
of the Volunteer Fire Service”, International Association of Fire Chiefs, 2004; 

� Lighting the Path Evolution, The Red Ribbon Report, “Leading the Transition in 
Volunteer and Combination Fire Departments”, International Association of Fire 
Chiefs, 2005; 

� Keeping the Lights On, the Trucks Running and the Volunteers Responding, The 
White Ribbon Report, “Managing the Business of the Fire Department”, 
International Association of Fire Chiefs, 2006; 

� Scottsville Fire Department Strategic Plan, 2008; 
� Multiple documents from the Center for Governmental Research taken from their 

website on Analysis of Fire and EMS Delivery Systems; 
� Multiple documents submitted by the Scottsville Rescue Squad Chief, the 

Scottsville Fire Department Chief, the Mumford Fire Department Chief, and 
others (some are in the Appended Items section); 

Committee members also conducted interviews with seven (7) individuals representing 
the major entities involved in the delivery or management of some aspect of emergency 
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services in the Town of Wheatland. Individuals interviewed and their representation are 
listed below: 

� Mayor Gee, Scottsville Village Fire Commission; 
� Chief Lewis, Mumford Fire Department; 
� Commission Burnside, Mumford Fire District; 
� Chief Jarrett, Scottsville Rescue Squad; 
� Chief Brown, Scottsville Fire Department; 
� President Smith, Mumford Fire Corporation; 
� President Wunder, Scottsville Fire Corporation; 

Based on the interviews conducted there were a few “common themes” and 
observations made that stood out and are important to cite.  These common themes 
and observations should be used going forward.  The observations made by committee 
members included: 

� The Mumford Fire Department, the Scottsville Fire Department, and the 
Scottsville Rescue Squad have come a long way over the last 20 years.  In 
examining the facilities, the large rolling stock (trucks and ambulances), the 
equipment, and operations, both departments have planned well, grown and 
managed to improve over the past 20 years; and 

� All three departments are struggling to maintain services with, either a stable or 
declining volunteer work force; and 

� All three departments have leaders and members that are dedicated and 
committed to the delivery of quality and professional emergency services; 

� It was not within our specific tasking, nor was there time, to examine the tax 
rates and/or funding issues related to any of the entities involved; however, there 
appears to be a disparity in the various tax rates that will need to be examined 
further; 

� Currently, the residents of the Wheatland Fire Protection District do not vote on 
the village fire Commissioners nor the budget allocated for their fire and 
ambulance protection; 

The common themes or threads that ran through the interviews included: 

� While current operations are basically satisfactory, there was a clear theme that 
long term the current delivery system or model “is not sustainable” in the current 
climate; 

� Fewer, highly dedicated individuals, are doing more and those people are aging 
with few new (and younger) members are joining to take their place; 

� Although the number of calls are not overwhelming, the training requirements, 
fund raising, greater personal choices, and other challenges are hindering 
recruiting new volunteers; 

� All three departments have a great deal of pride in the history and existence of 
their agency – its very existence is meaningful to its members; and 
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� There is a sense that the current delivery model needs to change, as long as, the 
individual agency identification could remain. 

The committee spent long hours discussing the observations and common themes.  It 
was obvious to the members that there are some very dedicated, committed, and 
talented volunteer leaders in the departments.  These individuals are articulate, possess 
management skills, and are challenged every day with resource shortages, primarily 
personnel assets, but continue to deliver quality services. 

It was obvious to the committee members that the long-term sustainability of this model 
however, is not realistic. These dedicated individuals and leaders, and their respective 
departments, need some help! 

Findings and Observations 

Some of the observations from the interviews have already been made above.  There 
are other observations as well.   

First, the Wheatland area is not the only area confronting the issues raised here.  
During the literature review, it is clear that many other areas in New York are 
experiencing similar issues in the delivery of emergency services.  Given current 
financial pressures on municipalities, the reduced volunteering issue, the increased 
demands from citizens and regulatory entities, and the nature of operational challenges, 
there are many examining delivery models.  One need only look locally to see fire 
districts moving to join or consolidate to increase efficiency and effectiveness. 

Second, it is clear that those managing and leading the local emergency services in 
Wheatland are dedicated and committed to the effort, however, are struggling with 
many issues. Recruitment, retention, training, and management are difficult issues and 
take many administrative hours that the volunteer leaders do not have. 

And finally, although all three departments have done well over the past 20 years in 
meeting the challenges presented, the next set of challenges are even more difficult.  
The municipal entities overseeing and supporting the departments – both Town and 
Village – need to assist the departments in the next phase of their evolution.  This 
guidance needs to take the form of a facilitated effort to enlarge the base of operations 
while leaving the individual identities of departments intact. 

Options and Recommendations 

The committee believes there are essentially three options for consideration.  Each 
option is detailed below and following is a list of recommendations for implementing 
option 3. 
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Option 1 – Do Nothing 

This option lets the individual departments, and their leadership, continue to direct their 
agencies as they have in the past. This approach puts the burden on each agency to 
try to cope with the challenges without real strategic direction and with little guidance 
from the municipal governments. 

The residents and visitors to the area will continue to receive services as best as can be 
delivered until such time as an agency can no longer sustain a viable operation.  Then, 
a crisis of service delivery will occur and someone will need to undertake critical action 
to ensure emergency service. 

The committee does not recommend this option. 

Option 2 -- Individual Agency Initiative 

This option suggests that the departments involved work together to discuss the future 
and undertake effort with little other support. They would be merely “encouraged” to 
work together to define a course of action.  It would depend on all agencies agreeing to 
participate in a planning effort to design some long-term sustainable model for the 
delivery of emergency services. 

While this option has a possibility of success, it puts the burden of carrying the effort on 
each agency as they struggle daily to deliver service to residents.  It will take a long time 
to complete the effort and a consistency of leadership to make it a reality. 

The committee does not recommend this option. 

Option 3 – Municipality Supported Initiative 

The Town and Village would support and facilitate this option with the intent of 
maintaining the individual identities of the departments involved.  It would mean 
providing facilitation and legal support to a working group that would include all 
department leaders, the District Commission Chair, the Village Commission Chair, and 
others as appropriate. 

The committee members believe this option has the greatest chance for success to 
avoid a crisis in the near future. It will need to be entered into by all in good faith and 
with the long-term sustainability of each department in mind.  The option for discussing 
inclusion of others in the solution (Caledonia, Churchville, Clifton, etc.) should be 
discussed early on in the process. 

The committee recommends this option. 

There are a number of recommendations that the committee believes are essential for a 
successful implementation of option 3.  
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� All entities need to acknowledge that the current emergency service delivery 
model is not sustainable for the long-term; 

� All entities need to acknowledge that action taken now is important to avoid a 
crisis in the near-term where delivery of emergency services could be 
interrupted; 

� All entities should acknowledge, and commit to the fact, that as a strategic 

planning effort it make take12-24 months to develop an effective plan and 

implement that plan; 


� The Town and Village should take the lead in providing a facilitator and legal 
counsel (consultant) to the working group; 

� All entities should commit to make every effort to maintain the identity of any and 
all departments participating in any solution; 

� All entities should commit to continue to work together cooperatively 
(operationally and administratively) while the working group is developing a 
solution for review by all; and finally, 

� The Working Group should be appointed and given their task within the next 60 
days (by April 1, 2013); 

Summary Thoughts 

The committee believes it has fulfilled the task assigned by the Town Supervisor.  There 
are a few summary thoughts that are important to share. 

First, we believe now is the time for action.  While there is some common ground, there 
is a recognition of need, and challenges abound – there needs to be substantive and 
committed action. 

Second, all entities must enter into the effort with a commitment to develop a long-term 
sustainable solution that maintains the rich history and identity of departments.  At the 
same time, there needs to be a recognition that the current model is unsustainable and 
a new model is in the best interests of the residents and visitors to the area. 

Finally, the effort will take real leadership on the part of all entities.  The committee 
believes that leadership is present and there is a commitment to make a change.  We 
wish the best and will support the effort as needed. 

Appended Items 

The following items are appended to the report: 

� Project Plan utilized by the Committee; 
� Report entitled: Scottsville EMS and Mumford FD EMS Data Study, Matthew 

Jarrett, 12/12/2010; 
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� Report entitled: Town of Wheatland and Village of Scottsville – Financial Analysis 
and EMS Delivery Options, Matthew Jarrett, 2/13/2011; 

� Report entitled: Village of Scottsville Emergency Services – 2013 Fire Protection 
Contract Calculations; 

� Five Graphs – Total Calls Scottsville Ambulance 1963-2012 Projected; Total 
Calls 1997- Present; EMS Personnel 1994-2012; Calls by Municipality for 
Scottsville Rescue Squad 2012 YTD; and Percentage of Calls Covered, 1994-
2012 (Estimated); 

� Three maps displaying calls for ambulance service in the Village of Scottsville 
and Wheatland Fire Protection District by the Scottsville Rescue Squad, Dated 
12/5/12, at different zoom levels; 
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Project Plan 

Town of Wheatland – Fire/EMS Assessment
 

Overview 

The planning team met to develop a strategic plan of action.  The project 
planning agenda included eight (8) steps.  The planning steps used were: 

1. Define the project [use w’s] 

2. Prepare a goal statement [gain agreement] 

3. Develop strategic options 

4. Prepare a strategic game plan. 

5. Generate an activities list. 

6. Layout the timeline. 

7. Test for reality/evaluate. 

8. Implement/track/follow-up. 

The committee developed this plan during a meeting held August 13, 2012 
at the Wheatland Municipal facility and used a set of ground rules to guide 
discussion. The remainder of this document outlines the activities and 
decisions, which led to the project plan. 
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Ground Rules [Adopted by committee at the meeting] 

� OK to have fun 

� Respect differences 

� Welcome disagreement 

Roles 

Team – SME 

Steve -- Process 

� Spelin and handwriting don’t count [facilitator] 

� Full participation 

� 3 minute rule – timeout, facilitate, parking lot 

� Focus on issues, not people 

� Establish confidentiality? 

� Roles – facilitator = process; participant = information as SME (subject 
matter expert) 

� Consensus for decision making which means 

♦	 Action is considered WORKABLE – not working toward ultimate 
solution; and 

♦	 Not necessary to argue that it is your first choice –I COULD LIVE 
WITH IT 

Brainstorm Ground Rules 

� No discussion – No criticism 

� All ideas are accepted 

� Give ideas in a few words (Voice Activated Pen – VAP) 

� Need full participation 

� Keep it moving 

� 8-15 minutes 
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1. Define the project. [Answer the 5 W’s and how] 

WHO?      WHAT? 

-Village FD     -Developing options for TR/TS 
-Town of Wheatland regarding FD/EMS 
-Mumford FD 

WHERE?     WHEN? 

-Town of Wheatland -End of year (2012) 

outside the Village 


WHY?      HOW? 

-Request of the Town of -Advisory Committee 

Wheatland because of need 


-Allow the Town Board more 

control over budget issues 
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2. Prepare a goal statement 

Goal 

To provide options to the Town Board, to provide quality fire and EMS 
services outside the Village at the best cost.  We are doing this to allow 
the Town Board more control over budget issues.  We will be done by 
December 31, 2012. 

Standards: “We’ll be successful if….” 

9 Submit options by December 31; 

9 Frank to attend four (4) meetings; 

9 We have more than one (1) option; 

9 We have included information from key stakeholders; and 

9 We have focused on a more strategic approach that reduces the 

increasing costs over time  
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3. Develop strategic options. 

Strategic Option List  [how could we do it/how could we fund it?] 

To Do: 	 Use small planning group 


or 


 Hire someone 


or 


 Use one person 


To Fund: N/A 


Resource Analysis [Force Field Analysis] 


Forces we influence or control 

-Process and decision 

New forces we can bring to bear 

-TBD through process 

Forces working for us 

  -Town Board asked for input 
    -Village Board non-committal 

Forces working against us 

-Agency with something to lose 
-Change 
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Criteria Analysis [Given a number of characteristics or dimensions, what is 
the assessment whether we will be successful – Attainable, Unattainable, 
or Questionable] 

Characteristic or dimension A U Q 

�Time  A 
�People Power 

�Control 

A 
A 

�Energy 

�Politics 

A 
A 

�Skill A 
�Legitimate 

�Risk  

A 
A 

�Pay Back 

�Success 

A 
A 

�Funding A 

4. Prepare a strategic game plan. 

Strategy/Game Plan Selection 

Primary	 The small planning committee with facilitation will plan 

and accomplish the goal. The group will address the 

politics and develop the options by the end of the year. 

Alternate	 N/A 
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5. 	 Generate an activity list [100-500 in bold indicate the 5 core task 
areas to be addressed; the 22 subtasks indicate the related tasks for 
the each core task area] 

100 	 Seek input from key players: MFD, VB, VFD, etc. 

101 	 Develop a set of standardized questions for the 

Commission members and chiefs 

102 Interview the Town Board and/or Supervisor 

103 Interview the Mumford Fire Commission President 

104 Interview the Scottsville Fire Commission Chair 

105 Interview the Scottsville FD Chief 

106 Interview the Mumford FD Chief 

200 	 Develop cost information 

201 Mumford Fire Department budget 

202 Compare similar village commission budgets 

203 Contact the Center for Governmental Research 

300 	 Research, analyze, and develop facts about the “current 
state” for fire and EMS services 

301 Gather fire data in the Town and Village 

302 Gather EMS data in the Town and Village 

303 Gather information on the “rolling stock” inventory 
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304 Gather an estimate of the cost per firefighter in each 
department 

305 Gather the current active numbers for firefighters, EMT’s 
and Interior firefighters, etc. 

306 Gather information on the facilities for each department 

307 Analyze and document all information 

400 	 Review and check on “models” outside Wheatland 

401 Gather and review the various International Association 
of Volunteer Fire Chiefs Red, White, and Blue Reports 

402 Contact CGR for models 

403 Gather internal information 

404 Review the 2009 SFD strategic plan 

405 Identify and contact any NYS jurisdictions that might be 
a model 

500 	 Finalize a document summarizing all information into a 
series of options 

501 Conduct a meeting pulling together all of the information 

502 Brainstorm and draft a series of options 

503 Draft and then finalize a recommendations document  
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6. Layout the timeline. 

# Description Who Start 
Month/Week 

Done 
Month/Week 

100 Conduct interviews Jeff/Steve SEP 1 SEP 4 

200 Develop cost information Roger SEP 1 OCT 3 

300 Research “current state” Steve SEP 1 SEP 4 

400 Review models Jeff/Steve SEP 1 OCT 4 

500 Finalize document All NOV 1 DEC 4 

Timeline/PERT Chart – See attached document 

7. Test for reality/evaluate 

Once the basic project plan was completed, the team reviewed the 
elements with a “reality check” about whether the plan is realistic. 

The team agreed that the project plan was realistic and could be 
accomplished.   

8. Implement/track/follow-up. 

The project plan was finalized with names to coordinate each task. A 
project manager was selected to coordinate the team and facilitate the 
process to implement, track and follow-up the activity.  Steve Bowman 
was selected as the facilitator.  

No Parking Lot items were generated during the planning process. 

The next meeting will be called as needed and after all members 
comment on and approve the plan. 

Respectfully submitted, 

Steve Bowman, Process Facilitator 
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Timeline/PERT Chart ----- Town of Wheatland Fire/EMS Assessment 

Reference 

September 

October 

November December Weeks 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 

100 S 
C 200 

S 300 S C 

             Goal/Target  

S = Start task or tasks 

C = Complete task or tasks 

C 

400

 S  

C  

500 S 
C
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