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Figure 1. TCFPD3 and City of Lacey Service Area 
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As the map reflects, the City is located in the western portion of TCFPD3 and is somewhat 
contiguous with the District’s western boundaries. The City’s long, narrow configuration makes 
it a more difficult territory to serve efficiently as a standalone system. Combining the two 
service areas allows for more efficient and effective deployment of resources (money and 
personnel) to optimize response performance. 
 
The TCFPD3 provides fire suppression, emergency medical response, and other special incident 
responses through a combination of fire engines, ladder trucks, and aid units. In 2008, TCFPD3 
responded to 9,497 calls for service throughout the combined area of the District and the City 
of Lacey from five fire stations.1

 

 (Currently four of the five stations are actively staffed). When 
calls are attributed to the individual station’s territory, the distribution of calls for 2008 is as 
reflected in Figure 2. 

Figure 2. TCFPD3 Calls by Station for CY2008  
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The greatest number of calls is handled from Station 31, which along with Station 35 are 
located within the City of Lacey. Both respond into the City of Lacey but also have a response 
territory that covers TCFPD3 service areas as well.  

                                                      
1 Letter dated January 27, 2009 from K. Frank Kirkbride, Chair, Board of Fire Commissioners, TCFPD3 to Graeme 
Sackrison, Mayor, City of Lacey. 
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TCFPD3 has a long-standing goal to maintain a total of 18 personnel on duty (exclusive of the 
Medic One personnel) in order to muster an adequate simultaneous response to a single-family 
residence fire (16 personnel) and a medical emergency (2 personnel). Currently, there are 
twelve response units in TCFPD3 plus two full-time and one part-time Medic One paramedic 
units. If the District is able to maintain full staffing, there are 18 firefighters responding in the 
service area, however, staffing can be as few as 12 responding firefighters when personnel 
require leave. If necessary, up to 22 firefighters can be made available through the use of the 
Medic One personnel.   
 
Battalion Chiefs and lieutenants provide incident command and supervision to the TCFPD3 
firefighters. Firefighters are cross-trained as Emergency Medical Technicians (EMTs) who 
provide BLS care. All 22 paramedic personnel, who provide Advanced Life Support (ALS) care on 
medical emergencies, are also trained as firefighters. A training Battalion Chief, executive 
management (Fire Chief and Assistant Chief), fleet management, maintenance, and 
administrative staff support the entire operation.   
 
Advanced life support ambulance transport service is provided by the Countywide Medic One 
system that utilizes Fire District firefighter EMTs and paramedics in a shared cost arrangement. 
Basic life support, non-emergency transports that typically move patients from medical facility 
to medical facility, are handled by Olympic Ambulance, a private for profit service. Olympic also 
provides all emergency Basic Life Support (BLS) patient transportation. Olympic Ambulance bills 
a user fee to the patients that they transport while Medic One, which receives funding from a 
special tax assessment, does not bill patients.  
 
The Thurston County fire districts are governed by elected Boards of Fire Commissioners who 
set the annual tax levy and provide policy governance. TCFPD3’s Commissioners provide 
strategic and policy direction to the Fire Chief. 
 
In recent years, the District has found it increasingly difficult to support its operations based on 
tax revenue and the contracted amount from the City of Lacey. TCFPD3 attempted to negotiate 
an increased contract amount from the City of Lacey to provide services. However, negotiations 
with the City of Lacey failed to produce the necessary additional revenue. As a possible 
solution, in 2008, the Fire District put two separate ballot initiatives before its District residents 
asking to raise the levy amount (referred to as the levy lid) in order to fund operations. Both 
initiatives failed. One of the underlying issues appears to be the inequity between the tax rates 
paid by property owners in the Fire District ($1.04 per $1,000 of assessed property value) 
versus the equivalent rate paid by City residents ($.84 per $1,000 of assessed property value). If 



Thurston County Fire Protection District 3 7 ©Fitch & Associates, LLC 
Consultant Report  August 17, 2009 

the ballot initiatives had passed, the result would have been that Fire District residents would 
have paid an even greater share of the overall revenue to support the service than did City 
residents.   
 
When the initiatives failed, and with no additional significant revenue source, the Fire District 
opted to no longer staff Station 35. Just over 60% of Station 35’s responses occur within the 
City of Lacey and Station 35 has the lowest call volume of any staffed station. In response to the 
closing of Station 35, the City of Lacey sued the Fire District. The City conducted studies to 
determine the effect of a City-operated fire department and announced its intentions to 
provide fire protection services separate of the Fire District. In May 2009, the City and the Fire 
District reached an agreement to terminate the current contract for services on December 31, 
2010, one year sooner than the original agreement required. The City agreed to provide 
additional funding for the remainder of the contract period to allow the Fire District to staff 
Station 35 on a 24-hour basis.  
 
As a result of the controversy, the TCFPD3 Board of Commissioners engaged Fitch & Associates 
to develop deployment and service level scenarios for the Fire District territory excluding the 
City of Lacey. This report provides staffing, deployment, and financial profiles for various 
options to provide service only within the Fire District boundaries (excluding the City of Lacey). 
Service level is defined as the effort (personnel, vehicles, stations, and corresponding revenue) 
required to accomplish response time standards.  
 
Currently, TCFPD3 has three primary sources of revenue:  the fire district property tax levy, the 
contractual payment from City of Lacey, and Medic One revenue. Figure 3 below reflects 
TCFPD3’s primary revenue sources based on the 2009 budget.   
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Figure 3. TCFPD3's Primary Revenue Sources based on 2009 Budget 
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Medic One revenue is tied directly to the dedicated staffing of paramedic units and is not 
primarily used to staff the Fire District’s suppression or aid units. TCFPD3 uses the levy funds, 
City contract revenues, and other revenues to fund fire suppression and medical first response 
activities. Figure 4 below reflects TCFPD3’s revenues available to fund fire suppression and 
basic life support medical first response.   
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Figure 4. TCFPD3’s Revenues Available to Fund Fire Suppression and BLS Medical First 
Response. 
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City contract revenues comprise 48% of the funds available to the Fire District to fund fire 
suppression and basic life support medical first response. If the City of Lacey no longer 
contracts with TCFPD3 for service, then certain economies of scale are lost. The District must 
then provide service with nearly half of the currently available revenues, but without a 
corresponding reduction in service area or need. Fitch & Associates developed nine deployment 
and financial options for consideration under this scenario. Many factors were considered in 
the development of each option, including optimal station location(s) and cost/benefit analysis 
of hard to serve areas. 
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Methodology 
In order to gather and verify information, the consultants conducted either in-person or 
telephone interviews with the Fire Chief, Fire Commissioners, and several Fire District 
personnel including, the President of the International Association of Fire Fighters (IAFF), Local 
2903. Also included in the interviews were Medic One management and the City Manager for 
the City of Lacey. 
 
Capitol Communications (CAPCOM), the County’s 9-1-1 dispatch center, provided raw data on 
calls for the period from January 2006 to mid-May 2009. A number of data analysis techniques 
were employed to validate response data, to provide trend analysis and to predict future call 
demand within the TCFPD3 boundaries (exclusive of the City of Lacey). Drive time analyses 
were conducted and mapped to graphically reflect the achievement of various response 
standards from current and recommended station locations. Lastly, financial data was collected 
and analyzed with the assistance of the District’s Finance Officer. Staffing models were 
developed based on available revenues in various scenarios and drive-time analysis was applied 
to each option in order to understand the impact of the option on response times to critical 
emergencies.  
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Current Service Description 

Service Area Profile 
Thurston County has been one of the fastest growing counties in the State since the 1960s, and 
consistently exceeds the State’s overall rate of growth. The 1990s found Thurston County 
growing at a rate of 2.5 % annually. This growth added over 46,000 new residents to the 
County’s population between 1990 and 2000. Although the growth rate slowed in the first part 
of the 2000s, the area experienced 3.1 % growth between 2007 and 2008. The 2008 estimate 
for Thurston County’s population is 245,300. 
 
Growth has not been evenly distributed among Thurston County’s cities over the last seven 
years. Several of the urban areas of smaller towns and cities have experienced high rates of 
growth. Between 2000 and 2008, the Yelm urban area (5.8 %) and the Rainier urban area (1.9 
%) experienced the highest average annual growth rates in population compared to Thurston 
County’s other small cities. In the northern regions of the County, the Lacey urban area (2.5 %) 
has been growing at a higher annual rate than the Tumwater (1.0 %) and Olympia urban areas 
(0.7 %). 
 
Estimates of growth for the Fire District reflect a continued increase in population as displayed 
in Figure 5 below.2

 
 

                                                      
2 Source: TRPC - Small Area Population Estimates; Population and Employment Forecast Work Program, 2004/2005, 2007 update. 
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Figure 5. Estimates of Growth for the Fire District 
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Thurston County Fire Protection District 3 is governed by three elected officials who comprise 
the Board of Fire Commissioners. The Fire Commissioners appoint the District’s Fire Chief, 
approve budgets, authorize expenditures, and provide overall strategic direction for the 
District. A separate EMS Council is appointed by Thurston County to advise the County 
regarding the Medic One system.   
 
The District employs approximately 86 staff that includes career firefighters, support, 
management, and administrative personnel to provide fire suppression and emergency medical 
response. All TCFPD3 firefighters are, at minimum, certified as Emergency Medical Technicians 
(EMTs); all 22 paramedic personnel are also trained as firefighters. Currently TCFPD3 has 
limited active firefighting capabilities through volunteer firefighters. Throughout the Country, 
volunteer firefighters have declined and Thurston County Fire Protection District 3 has 
experienced the same trend.  
 
The Fire District’s coverage area is 54 square miles and the service contract with the City of 
Lacey adds 16 square miles for a total coverage area of 70 square miles.  
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TCFPD3 Emergency Response Units/Personnel & Other 
Services 
The Fire District maintains response staffing in four of five stations located throughout the 
service area. Station 32 is the only station that does not currently have full time staffing. Figure 
1 in the previous section indicates the Station locations. Stations 32, 33, and 34 are located 
within the Fire District and Stations 31 and 35 are located within the jurisdictional boundaries 
of the City of Lacey.  
 
In addition to emergency medical and fire suppression responses, the Fire District provides 
numerous other services to the District and the City of Lacey. Community services include blood 
pressure screenings, newborn baby drop, educational and school safety programs, and support 
of various fairs, sports, and other events.    
 
Rescue and special operations are a growing service area for most fire departments and at 
times require additional specialized training and equipment. TCFPD3 responds to utility 
incidents, natural gas leaks and downed power line calls, provides special rescue services for 
entrapments as a result of vehicular or industrial accidents, still water rescue and low angle 
rescue, and evacuation of incident areas involving chemical, biological, radiological, nuclear, or 
explosive devices. Prevention and preparedness services include fire incident (arson) 
investigations, commercial fire inspections for the City of Lacey, water system flow testing, and 
disaster preparedness.   
 
Today’s world of natural and manmade disasters can instantly cause any fire agency to become 
overwhelmed and ineffective to respond to a crisis. TCFPD3 has developed redundant systems 
to maintain the integrity of services throughout the service area. These programs allow a 
continuum of services to remain intact to respond to the community. A back-up, secondary 
dispatch and command center is located at Station 31.   
 
Recovery after an incident is often directly related to the preparation prior to the incident. 
Preparedness is often difficult for an agency to justify due to frequency of occurrence. 
However, disaster response is as critical as everyday lifesaving responses. As part of its core 
mission and for the safety and welfare of District residents, TCFPD3 will need to continue 
support of disaster response and recovery programs regardless of the outcome of the City of 
Lacey services contract.    
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Medic One Advanced Life Support (ALS) Services 
All of the Fire District’s firefighters are cross-trained as either Emergency Medical Technicians 
(EMTs) or paramedics. District personnel currently staff two paramedic unit (one operates 12 
hours a day) that respond out of the combined TCPFD3 and City of Lacey service area under a 
contractual arrangement with the Thurston County Medic One system. A third paramedic unit 
is staffed by the District 24 hours per day, seven days a week located in Yelm. Medic One is a 
fire service based, Countywide paramedic service that is administered by the County and 
funded through a special Medic One tax levy. The Fire District provides the personnel and the 
Medic One levy funds 80 % of salaries, benefits, overtime and portions of training and 
equipment needs for units housed within the District and 100% for units housed outside the 
District. In this arrangement, the community’s EMS needs are met, additional firefighters are 
available to respond in the event of a major incident, and personnel costs are shared. Personnel 
on the paramedic transport units are dual role (EMS and fire service) and the units are staffed 
with two paramedics.    
 
Medic One management makes operational decisions such as the number of ambulances and 
their deployment throughout Thurston County. Medic One reports that their paramedic units 
accomplished an overall 93% Countywide response time of 10 minutes for urban areas, 20 
minutes for suburban, and 30 minutes for rural classified areas. Medic One management and 
the Fire District management report a solid working relationship. The Medic One system is 
supported financially by a dedicated tax levy and patients are not billed for Advance life 
support, emergency transports to the hospital.    
 

City of Lacey Contract for Services 

The partnership between the City and TCFPD3 extends even prior to the City’s incorporation in 
1966. The current service contract was effective January 2006 and extended to December 31, 
2011. Under this contract, the Fire District hired six additional firefighters and a portion of their 
salary and benefits are funded through the federal SAFER grant. In May 2009, the contract was 
modified and the ending date now terminates one year earlier on December 31, 2010. 
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Benchmarking Current Service Level 
The following section reports on the review and analysis of TCFPD3’s response performance. 
Performance is benchmarked against two standards: 
 
 The District’s response standards as established in accordance with Washington State 

House Bill 1756 enacted in 2005 and adopted by the TCFPD3 Board of Fire 
Commissioners in 2007.  

 The National Fire Protection Agency’s 1710 Standard for organization and deployment 
of fire suppression, emergency medical and special operations by career fire 
departments.   

 
In the review process, the consultants sought to validate the District’s data and to perform 
analysis independent of the District. In most response categories this was possible, however, in 
a few response categories; this was not possible due to data anomalies and other data issues. 
The benchmark analysis will clearly state when validation of data was not possible.   
 
As an internal benchmarking effort, Fire District management is working to achieve 
accreditation with the Commission on Fire Accreditation International (CFAI). Not unlike the 
police and ambulance providers, the fire service has the opportunity to strive for accreditation. 
The process is rigorous and requires the agency to adhere to certain quality measures and 
standards that are intrinsic in well run organizations. These efforts are to be commended, and it 
is highly recommended that the process continue regardless of the outcome of the City of Lacey 
service contract.  
 

Current Performance 
Four distinct components of the Fire District’s response time performance were analyzed 
against the two standards noted above:   
 

1. Call Processing Time (time from receipt of a call for emergency assistance at the 9-1-1 
center until a response unit is dispatched to the call),  

2. Turnout Time (time interval from when the fire unit receives the dispatch order until the 
unit reports that it is en route to the incident),  

3. Travel Time for First Arriving Unit (the interval from when the unit reports it is en route 
to a call until it arrives at the scene), and  
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4. Travel Time for Arrival of Full Alarm Assignment (the interval from when the first unit 
reports en route to a call until all assigned units arrive on scene). 

 
It is important to view the entire spectrum of the incident from receipt of the call at the 9-1-1 
center until qualified personnel arrive on scene. This full spectrum is from the viewpoint of the 
person experiencing the emergency and may well have significant impact on the patient’s or 
the event’s outcome. Compiling the response components for a total response time provides a 
clearer indicator of how outcomes are impacted.  
 

Analysis Methodology and Data Integrity 
The analysis of current deployment, demand, and forecasting of incidents and 
recommendations for deployment was performed using raw Computer Aided Dispatch (CAD) 
data provided by CAPCOM, Thurston County’s emergency 9-1-1 central dispatch center. Unless 
otherwise noted, the data includes incident response data from the combined area of Thurston 
County Fire Protection District 3 and the City of Lacey.  
 
CAPCOM provided a dataset of more than 40,000 records for the period from January 2006 
through May 2009. CAPCOM’s data entry process is standardized through the use of a CAD 
software system and relatively few records were eliminated throughout the analysis process. 
No more than 300 records (less than 1% of the entire dataset) were removed for any one 
analysis. This is not a significant issue for data integrity. Any specific data integrity issues are 
noted in each analysis section. 
 

Benchmark Standards 
This report benchmarks the Fire District’s response performance against the District’s 
established standards and, as requested, against NFPA 1710 standards. The NFPA 1710 
standard sets objective performance measures that enable a fire agency to benchmark itself 
against national best practices. Table 1 below compares the two standards.   
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Table 1. Comparison of NFPA and TCFPD3 Response Standards 

Response Standard TCFPD3 Standard NFPA 1710 Standard 

Call  Processing #1  

(interval between call receipt at 9-1-1 to dispatch) 

 

CAPCOM 60 seconds or less  

on 90% of calls 

Call  Processing #2 

(interval between call receipt at 9-1-1 to dispatch) 

 

CAPCOM 90 seconds or less  

on 99% of calls 

Turnout Time 

(interval between unit dispatch to unit en route) 

 

3 minutes 0 seconds or less  

on 90% of calls 

60 seconds or less for 
EMS responses 

80 seconds or less for Fire 
responses 

on 90% of calls 

1st Arriving Unit Travel Time  

(interval between 1st arriving unit en route to arrival 
at incident) 

 

By station, 90% of calls 
within:  

Station 31 @ 14 minutes, 0 
seconds 

Station 32 @ 18 minutes, 0 
seconds 

Station 33 @ 16 minutes, 0 
seconds 

Station 34 @ 16 minutes, 0 
seconds 

Station 35 @ 17 minutes, 0 
seconds 

 

4 minutes, 0 seconds or 
less 

on 90% of calls 

Full Alarm Assignment Travel Time 

 (interval between units en route until full 
complement of units arrive on scene) 

 

17 minutes, 0 seconds or less 
on 90% of calls  

8 minutes, 0 seconds or 
less  

on 90% of calls 

 
The above comparison of the two sets of standards shows that the NFPA 1710 standards are 
significantly more stringent than those of the District. NFPA 1710 is based on current industry 
standards for both medical and fire incident response with regards to morbidity and mortality 
and incident outcomes. Typically a community will modify standards to meet the public’s 
expectations within resource limitations while striving to meet the highest performance 
standards for optimal outcomes.   
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Thurston County Fire Protection District 3 System 
Performance 
9-1-1 Call Processing  
The first component in a response time measure is the time interval for receiving and 
processing calls and dispatching emergency units. CAPCOM receives 9-1-1 calls and dispatches 
police, fire, and EMS assistance Countywide. Callers receive pre-arrival instructions to assist 
those in need while emergency units are en route. For purposes of this analysis, the NFPA 1710 
standards will be used as the single benchmark for CAPCOM’s performance. It must be noted 
that the CAPCOM computer aided dispatch computer automatically assigns the fire agency 
prior to actual notification of the responding units. The data would present a faster than actual 
dispatch time and a slower that actual turn out time. We are unable document the amount of 
time that this represents for purposes of this report. 
 

NFPA Standards:  
90% of calls to be processed within 60 seconds of receipt 
99% of calls to be processed within 90 seconds of receipt   

 
Data was reviewed for the period from January 2006 to May 2009. Figures 6 and 7 indicate 
CAPCOM’s compliance percentage against the two NFPA 1710 standards for call processing3

 
.   

                                                      
3 TCFPD3 has noted that CAPCOM CAD will document the alert of the appropriate fire agency prior to the actual 
dispatch of the unit. This may shorten the reported dispatch time and lengthen the reported turn-out times 
represented in the data. 
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Figure 6. Call Processing Performance – 90% of Calls within 60 Seconds 
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NFPA 90% Standard:  In one month out of the 41 months reviewed, CAPCOM fell 
short of meeting the standard of processing 90% of calls within 60 seconds. For 
the past 12 months, CAPCOM achieved 100% compliance with the NFPA 
standard. 

 
Figure 7 reflects CAPCOM’s performance against the NFPA standard of processing 99% of 9-1-1 
calls within 90 seconds or less.    
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Figure 7. Call Processing Compliance – 99% Within 90 Seconds 
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NFPA 99% Standard: For the past 12 months, CAPCOM has consistently achieved 
a 98% compliance with the NFPA standard. 

 
Call processing time does not directly impact TCFPD3 except that it impacts the overall 
response time of the system to the emergency and can impact patient or incident outcome. 
CAPCOM’s call processing performance is close to being fully compliant with NFPA standards, 
but further review would be necessary to ensure that the performance is operating optimally 
for the internal customers. This will depend on what information is obtained by the 
Communications Center from the caller, what information is passed through to the Fire District, 
and what information is relayed to the caller in the way of pre-arrival instructions. As long as 
those end products are adequate for the respective parties, then CAPCOM’s compliance is 
extremely good. If there are deficits in any of those areas, they should be addressed and the 
compliance figures reviewed again after changes implemented.4

 
  

                                                      
4 As noted in Footnote 3, TCFPD3 has cause to believe that the call processing times are longer than documented 
and turn-out time shorter than documented. 
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Turnout Time 
Turnout time is the time interval between TCFPD3 response units being dispatched by CAPCOM 
and the units reporting that they are en route to the call. Performance standards are as follows:  
 

TCFPD3 Standard:  Within 3 minutes/0 seconds on 90% of calls. 
NFPA Standard:  Within 60 seconds on 90% of calls. 

 
Figure 8 below contrasts the Fire District’s percentage of compliance against NFPA standards 
(dark blue bars) and its own standards (light blue bars). These times are not modified to include 
the automatic assignment times by the CAPCOM CAD. Based upon this information, it would be 
expected that the turn out time is actually shorter and would resulting in a higher compliance 
percentage than represented here. 
 
 
Figure 8. TCFPD3 Turnout Time Performance 
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NFPA: For the past 12 months, TCFPD3 complies with NFPA turn out standards on 
fewer than 30% of calls.   
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TCFPD3: The District meets and exceeds its own designated compliance of 3 
minutes 0 seconds on 90% of calls. 

 

Travel Time for First Arriving Unit 
NFPA 1710 provides one standard (4 minutes, 0 seconds) for the first unit to arrive on scene of 
a medical or fire emergency. TCFPD3 has established response standards for the fire unit based 
on the particular station serving a specific geographic area. The standards are as follows:  
 

NFPA: First unit to arrive within 4 minutes, 0 seconds of en route time on 90% of 
calls. 
TCFPD3: First unit to arrive within 14 to 18 minutes, 0 seconds of en route time 
on 90% of calls (a different time standard is applied to the five stations). 

 
The consultants validated performance overall against the NFPA standard. Figure 9 indicates 
the District’s compliance with the NFPA travel time standard of 4 minutes, 0 seconds. As noted 
above a community will modify standards to meet the public’s expectations within resource 
limitations while striving to meet the highest performance standards for optimal outcomes. The 
Board of Fire Commissioners has established the current response standards that match the 
available funding for the District.   
  
 



Thurston County Fire Protection District 3 23 ©Fitch & Associates, LLC 
Consultant Report  August 17, 2009 

Figure 9. TCFPD3 Travel Time Compliance – NFPA 1710 
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Figure 9 indicates that TCFPD3 has a less than 40% compliance with the NFPA travel time 
standard for the period reviewed. Performance appears to degrade in January and February of 
2009, however, upon investigation, it appears that severe weather significantly impacted the 
response capability during these months.  
 
TCFPD3 self-reports to the State on performance against its adopted standards. Compliance is 
reported in the low to mid 90% range for turnout time.  
 
Travel time compliance can be summarized as follows:  
 

NFPA:  Travel time compliance is consistently less than 40% of the NFPA 
standard. Over the past 12 months, travel time compliance has remained 
consistent with the exception of weather issues in January and February.   
TCFPD3:  The district self-reports that compliance is at approximately 90% of the 
District standard of 14 to 18 minutes depending on the station reviewed.  
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