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Introduction 

Central Kitsap Fire and Rescue (CKFR) has always been a remarkable steward of public funds, 

continuously demonstrating preparedness, performance and planning in every level of the organization.  

When considering and planning for increased staffing levels, we use the guiding theme: “Grow our 

agency responsibly.”  

In contrast to the national standard for fire apparatus staffing of four (4) personnel per company, we 

staff with only two (2).  Although CKFR’s elected Board of Commissioners support increased staffing, 

they also acknowledge that costs for personnel services make up the largest portion of our operating 

budget. As such, growing our agency responsibly requires careful, strategic planning. As one of the 

largest emergency service providers in Kitsap County, we must ensure that our organization provides a 

high level service, maximizes value to our taxpayers, and remains fiscally resilient into the future. 

 

Background 

Central Kitsap Fire and Rescue (CKFR) is a combination department currently staffed with 27 personnel 

per shift. Four (4) fire engines, one (1) ladder truck and one (1) heavy rescue are each staffed with two 

(2) career firefighters.  The fifth engine cross-staffs an aid unit depending on the need.  Additionally, we 

staff three (3) Advanced Life Support transport units that run in tandem with the engines in a “squad 

staffing” model.  When available, these two (2) additional medic unit firefighters supplant the 

understaffed engines.  

We transport over 3,200 people the hospital each year and our call volume continues to rise. The medic 

units are no longer a reliable form of “staffing” for our fire apparatus. Additionally, we rely on volunteer 

firefighters to backfill stations and assist in rural areas where career staffing is not fiscally possible.  

Unfortunately, volunteer firefighter ranks have decreased from volunteers numbering in the hundreds 

to today’s volunteer roster in the 50’s. Far fewer are trained in fire suppression. Recruiting volunteers 

has proven to be a difficult task as volunteerism in America continues to decrease. Despite the current 

challenges, Central Kitsap firefighters continue to provide an excellent level of service and CKFR was able 

to maintain its WSRB insurance rating in 2019. 
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Staffing Standards 

Nationally, as it relates to staffing, the NFPA has two notable standards: NFPA 1710 and 1720. NFPA 

1710 provides standards for career or predominantly career departments and NFPA 1720 provides 

standards for volunteer or predominantly volunteer departments. Because CKFR has transitioned into a 

predominantly career department, NFPA 1710 is a more applicable standard to reference. NFPA 1710 

was released in 2001 after 10 years of research and debate. The staffing standard sets the minimum 

recommended staffing levels.  

 Respond with a minimum of four (4) on each apparatus, including a company officer  

 The Company Officer must remain as part of the company, not outside as command 

 One (1) firefighter will operate the pump, one (1) will secure the water supply, and two (2) will 

deploy the hose line  

 Arrive within four (4) minutes of the time the dispatch center receives the call 

 

A study conducted by National Institute of Standards and Technology (NIST) highlighted three basic 

facts: 

1. Firefighting requires firefighters. Hoses will not pull themselves. 

2. If we can reduce the time it takes to perform fire ground tasks such as pulling hose or throwing 

ladders, then the risk for both victims and firefighters will lessen. “Time affects life.” 

3. The greater the number of firefighters on the fire ground, the less time these tasks will take. 

 

Another study, conducted by the International City Managers Association (ICMA), showed that 

understaffed fire departments is a national issue. This study was also used to determine the 

effectiveness of a company based on its staffing (a “company” meaning a single piece of apparatus). The 

study stated that suppression operations fall under three basic functions: 

1. Rescue 

2. Work involving ladders, forcible entry and ventilation 

3. The application of water. 

According to the study, the application of water, raising ladders, searching, ventilation, and rescue takes 

anywhere from 4 to 8 or even more firefighters. Furthermore, if 16 trained personnel are not on scene 

within the stated critical time, injuries and dollar loss significantly increase, as does the spread of the 

fire. Firefighting tactics were conducted and showed that companies with five personnel were 100% 

effective. As that number drops, so does the company’s effectiveness. Four-person crews were 65% 

effective, three-person crews 38% effective. This study illustrates the effectiveness of two-person 

staffing is very low when compared to five-person staffing. The additional benefits of increased fire 

apparatus staffing include fewer companies to reach an effective firefighting force, increased coverage 

of the district during fires, and less reliance on mutual aid. 
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Staffing Plan 

To continue to provide the level of service our citizens expect, we must grow with the community we 

serve, within the resources we are provided. Simply stated, the staffing budget is comprised of the total 

cost of compensation (TCC) of employees and overtime. The two numbers are inversely proportional. 

High minimum staffing with a small number of FTEs results in a large amount of overtime. Adding FTEs 

to a constant minimum staffing level, theoretically, shrinks the amount of overtime. Adding to our 

staffing must be done conservatively, keeping the balance between FTEs and overtime. In the last 

several years we have achieved balance by multiplying the number of personnel assigned to shift by 

roughly 0.7 to arrive at a sustainable minimum. Another impact to minimum staffing is paid time off 

slots. When we reach 29 or 30 members per shift, the number of spots available for leave will need to 

be increased from 5 to 6. This impacts our ability to raise minimum staffing. The multiplier will need to 

be evaluated. 

Staffing is currently funded primarily through general and EMS levies. The amount of available budget 

for staffing is predicated on projected revenue and policy regarding how much of our budget we spend 

on staffing. AV growth, new construction, and levy rates will all have a significant impact on this plan. In 

2020, CKFR plans to add 7 FTEs to the line for a total of 90 Operations personnel. Roughly 40% of the 

funding for these new FTEs will come from GEMT revenue in 2020.  The district will rely more on GEMT 

to fund new or current employees in future years as the program’s revenue stream become more 

certain and predictable. Another M&O Levy is also an option to generate revenue for future growth. This 

is likely a necessary step to achieve 3-person staffing on all fire apparatus and to staff any additional fire 

stations. 

The chart below is a staffing proposal including a historical summary and associated budgets. This plan 

assumes the addition of 5 uniformed FTEs in 2020. 

Year FTEs/Shift Minimum Staffing Budget 

2013 22 19 15,570,671 

2014 23 17 15,985,212 

2015 25 17 16,465,670 

2016 25 17 (Jan-Nov) 19 (Dec) 17,775,671* 

2017 26 19 19,443,919* 

2018 26 (TDU 5) 19 19,785,970* 

2019 27 (TDU 3) 19 $23,622,525* 

2020 30, 29, 29 (Q3) 20 $24,404,000** 

2021 30  21 $24,083,400** 

2022 30/31 22 $25,125,000** 
Notes: *Includes $1.8M M&O Levy expiring in 2019 

**Projected 


