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LETTER OF TRANSMITTAL  

 
 
 
 
 
 
September 3, 2019 
 
Terry Rozell, Fire Chief 
Smith County Emergency Services District 2  
4128 Hwy 110 South 
Whitehouse, TX 75791 
 
Direct: 903.617.6578 
 
Re:  SC-ESD 2 Agency Evaluation UpdateɂMaster Plan and Strategic Plan 
 
 

Dear Chief Rozell, 

Emergency Services Consulting International, Inc. (ESCI) is pleased to provide this Agency Evaluation 

UpdateɂMaster Plan and Strategic Plan. This document was prepared in accordance with the information 

provided to the ESCI team with consideration to nationally recognized standards, industry best practices, 

available funding, and District operating philosophy. 

ESCI thanks the leadership, members, and staff of SC-ESD 2 for their assistance in completing this final 

report.  

Please contact me with any questions or requests for additional information. 

Sincerely, 
 
 
  
Mike Montgomery 
Associate Consultant 
 
Office: 281.960.5004 
e-mail: mike.montgomery@esci.us  
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EXECUTIVE SUMMARY 

Preface 
Smith County Emergency Services District 2 was created in 2007 by successful passage of an election as 

authorized by Chapter 775 of the Texas Health and Safety Code and as ordered by the Smith County 

Commissioners Court. The election served to establish a geographical boundary with the authorization to 

establish a property tax rate not to exceed $0.10 per $100.00 assessed value. 

Emergency Services Consulting International (ȰESCIȱ) was engaged by the Smith County Emergency 

Services District 2 (Ȱ3#-ESD 2,ȱ ÔÈÅ Ȱ$ÉÓÔÒÉÃÔȱ) to provide a long-range master plan for the delivery of 

emergency services within the service area of Smith County, Texas. The results of this study are intended to 

assist the District and its service providers in future planning and the provision of comprehensive emergency 

services to the residents, workers, and visitors of the District service area. This report is organized as an 

analysis that evaluates current conditions; recognizes future growth, development, and service demand; and 

provides recommendations to enhance current services. 

Smith County is located in East Texas, approximately 98 miles from Dallas. The 

County has a long and distinguished history dating back to 1846. Today, Smith 

County has a population of over 230,000 residents and is home to numerous 

higher education institutions, with rich cultural diversity. 

The District has a challenging response area covering 712 square miles 

throughout Smith County and outside the city limits of Tyler, Texas, and smaller 

jurisdictions. There is a wide variety of population densities, geographic variances 

including large bodies of water and limited-access open-space. The jurisdictional 

boundaries around the cities of Tyler and Whitehouse affect agency response in some areas of 

the District; thus, the District must rely on internal resources to provide effective emergency response. 

As of 2018, the District serves a population of 92,726 constituents, about 40 percent of the total population 

of the county. Over the past 25 years, the population growth outside of the City of Tyler has increased by 44 

percent, with the majority of that growth in the District service area. This trend is expected to continue as is 

the growth of commercial development.. Today, the area is predominantly rural with pockets of Ȱurban 

clusterȱ development.1 The scattered nature of the population over such a large area makes resource 

distribution a challenge, both today and in the future. 

The District 

SC-ESD 2 is a combination system comprised of District personnel, with both full-time and part-time 

employees, and volunteers associated with one of 11, independent service providers operating under service 

contract to the District as shown in Figure 1.  

Each service provider is a 501(c) volunteer fire department. The District also has interlocal agreements for 

additional contract services with two additional departmentsɂVan VFD and Mineola VFDɂfor services in the 

northwest corner of the District. 
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Figure 1: SC-ESD 2 Organization 

Collectively, the SC-ESD 2 system provides a variety of emergency services including fire suppression, 

emergency medical services (first responder, non-transport), technical rescue, water rescue, and hazardous 

materials response. Support services include public education, fleet and facility maintenance, member 

training, and administrative support services. The goal of the District is to provide round-the-clock staffing 

with two paid personnel on duty to supplement volunteer personnel at each of the 11 departments. Given 

the current available funding, round-the-clock staffing is not possible at this time. 

The District Fire Chief is the administrative head of the system and serves under the general supervision and 

direction of the SC-ESD 2 District Board of Commissioners. The District has 41 approved positionsɂseven 

administrative staff positions and 34 operations positions (24 full-time and 10 part-time), including four 

operations supervisors. Part-time positions are filled from a pool of 74 part-time employees. All told, the 

$ÉÓÔÒÉÃÔȭÓ ÆÉÒÅ ÄÅÐÁÒÔÍÅÎÔÓ ÈÁÖÅ ÁÂÏÕÔ ΨίΦ ÖÏÌÕÎÔÅÅÒ ÍÅÍÂÅÒÓȢ However, this number is somewhat 

misleading in that only 54 members (18 percent of all volunteers on department rosters) are certified by State 

Firefightersȭ and Fire Marshalsȭ Association of Texas (SFFMA) or Texas Commission on Fire Protection (TCFP) 

as structural firefighters and make more than 10 percent of their resÐÅÃÔÉÖÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÃÁÌÌÓȢ 4Èis 

underscores the need for a combination system; that is, a system that includes both paid District personnel 

and department volunteers to ensure an adequate initial response with a sufficient number of personnel to 

perform critical tasks.  
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VFD
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Key Findings 
1. -ÁÎÙ ÏÆ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ ÏÒÇÁÎÉÚÁÔÉÏÎÁÌ ÁÎÄ management methods are examples of best practices. 

2. 4ÈÅ $ÉÓÔÒÉÃÔȭÓ ÃÕÒÒÅÎÔ ÆÉÎÁÎÃÉÁÌ ÐÒÁÃÔÉÃÅÓ ÁÒÅ ÓÏÕÎÄ, but future revenue adjustments are needed. 

3. Staffing needs are critical and additional personnel, both paid and volunteer, are needed. 

4. New stations will be needed in the future. 

5. The District needs to develop formal plans for future operations and capital investments.  

Organization and Administration 

The District has established statements of its organizational 

mission, vision, and core values. Doing so establishes the 

foundation upon which the organization provides services to 

its community, and provides the features and considerations 

that make up the personality of the organization. 

The District has a complete set of regulatory documents, 

both guidance and directive in nature. The regulatory 

documents are reviewed by District staff for consistency and 

for legal mandates, regularly updated, and communicated 

throughout the system. 

Like other public safety entities, the District routinely faces 

a complex array of new critical issues and emerging 

challenges. The District Leadership Team, comprised of the 

District Fire Chief and the fire chiefs of the 11 contract service 

providers, has reached consensus on the following critical 

issues: 

Critical Issue Description 

First Station Staffing 

Second Cherokee County Response 

Third Training 

Fourth Infrastructure 

These issues are supported by the findings of this study and 

are central to the recommendations provided in this report. 

It will be critical for the Leadership Team and District Board 

of Commissioners to develop strategies to address root 

causes and implement practical solutions in order to provide 

the best possible service to the community served. 

 

Mission Statement 
To be the leading emergency service 
district by meeting the needs of our 
community in fire prevention, fire 
suppression, rescue operations, and 
emergency medical response in the most 
effective manner possible. 

Vision Statement 
To utilize and improve the skills and 
dedication of our staff and volunteers and 
to constantly improve operations and 
services for the citizens of Smith County. 

Core Values 
Provide a safe, healthful, and 
environmentally responsible emergency 
response system. 

Promote teamwork and support staff 
with adequate resources to attain 
superior performance. 

Meet and/or exceed local, state, and 
federal emergency service agency 
standards. 

Use a progressive operational model to 
facilitate superior service levels and 
administrative controls within available 
resources. 

Actively recruit the best-qualified 
persons without regard to race, color, or 
creed. 

Provide proactive, open communications 
within the organization, the community, 
and related organizations. 
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Financial Summary 

Anticipated Revenue 

The District has experienced a steady but moderate escalation in its property values during the previous four 

years. For projection purposes, property values are anticipated to grow at four percent annually. The 

following figure utilizes the certified taxable values, the current tax rate of $0.084648 per one hundred dollars 

of valuation for the FY 18/19 adopted budget, and continuation of current service fees as the starting point 

for five years of revenue projections. 

Figure 2: Smith County ESD 2 Projected Property Tax Revenue, Adopted Budget FY 18/19ςFY 23/24 

Description 
Adopted Projected 

FY 18/19  FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 

Property tax 

Valuation 6,496,100,091 6,755,944,095 7,026,181,858 7,307,229,133 7,599,518,298 7,903,499,030 

Tax Rate per $100 $0.084648 $0.084648 $0.084648 $0.084648 $0.084648 $0.084648 

Property taxes assessed 5,498,819 5,718,772 5,947,522 6,185,423 6,432,840 6,690,154 

Property taxes collected 

Collection rate 97.00% 97.00% 97.00% 97.00% 97.00% 97.00% 

Current tax year  5,333,854 5,547,208 5,769,097 5,999,861 6,239,855 6,489,449 

Prior tax years, 
penalties & interest 

100,000 125,000 125,000 125,000 125,000 125,000 

Total property taxes  $5,433,854 $5,672,208 $5,894,097 $6,124,861 $6,364,855 $6,614,449 

Cherokee Co funds 44,616 44,616 44,616 44,616 44,616 44,616 

Service billings 11,000 11,000 11,000 11,000 11,000 11,000 

Recurring revenue $5,489,470 $5,727,824 $5,949,713 $6,180,477 $6,420,471 $6,670,065 

Nonrecurring revenue, a source typically difficult to predict, is projected at $50,000 for other receipts and an 

additional $6,000 per year for interest income on invested funds. The large anomaly in FY 18/19 results from 

loans obtained to construct two fire stations (expected completion date of August 2020). 

Anticipated Expenditures 

Operating expenses for supplies and services, using the adopted FY 18/19 budget as a starting point, are 

projected to increase at annual rate of three percent each year during the five-year projection period. There 

will need to be some adjustment based on the anticipated addition of two more stations with full, round-the-

clock, 24/7 staffing with two paid firefighters at each station, plus one additional station staffed on a 9-hour 

per day basis, contingent upon need and the availability of funding. 

Likewise, capital expenditures for the construction of new Arp Station 1 and Flint-Gresham Station 1 are 

estimated at $2,000,000 for each station. These costs are projected to be divided between FY 18/19 and FY 

19/20 in an amount of $1,500,000 and $2,250,000 respectively. Similarly, the District is in the process of 

implementing a formal apparatus replacement schedule. For projection purposes, it is anticipated that an 

engine will be replaced in each of the first, second, fourth, and fifth years and a ladder truck will be replaced 

in the third year of the projection period. 
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The following figure shows projected expenditures for the revised FY 18/19 budget through FY 23/24.  

Figure 3: Smith County ESD 2 Projected Expenditures, Modified Budget, FY 18/19ςFY 23/24 

Expenditures 
Revised  Projected 

FY 18/19 Budget FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 

Salaries/wages 1,983,058 2,147,025 2,268,736 2,336,798 2,406,902 2,479,109 

Benefits 285,000 338,658 366,620 380,119 394,148 408,728 

Total salaries and wages 2,268,058 2,485,683 2,635,356 2,716,917 2,801,049 2,887,837 

Administrative expenses 968,550 997,607 1,027,535 1,058,361 1,090,112 1,122,815 

Operations expenses 1,147,700 1,182,131 1,217,595 1,254,123 1,291,746 1,330,499 

Contingency 40,000 - - - - - 

Total recurring expenses 4,424,308 4,665,421 4,880,486 5,029,400 5,182,907 5,341,151 

Principal 1,105,500 337,045 349,684 362,798 376,403 390,518 

Interest 20,000 150,000 137,361 124,247 110,642 96,527 

Debt service 1,125,500 487,045 487,045 487,045 487,045 487,045 

Land - - - - - - 

Buildings  1,500,000 2,500,000 - - - - 

Apparatus - 500,000 500,000 1,500,000 500,000 500,000 

Other equipment 203,000 - - - - - 

Total Capital 1,703,000 3,000,000 500,000 1,500,000 500,000 500,000 

Total non-recurring expenditures 2,828,500 3,487,045 987,045 1,987,045 987,045 987,045 

Total expenditures 7,252,808 8,152,466 5,867,531 7,016,445 6,169,952 6,328,196 

Anticipated Cash Flow 
The following figure shows the expected effect of anticipated expenses with no adjustment of revenue. 

Figure 4: Smith County ESD 2 Projected Cash Flow from Operations Budget, FY 18/19ςFY 23/24 

Description 
Adjusted  Projected 

FY 18/19 FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 

Total revenues 9,707,470 5,783,824 6,005,713 6,236,477 6,476,471 6,726,065 

Total expenditures 7,252,808 8,152,466 5,867,531 7,016,445 6,169,952 6,328,196 

Net Cash Flow (Deficit) 2,454,662 (2,368,642) 137,642 (779,968) 306,519 397,869 

Impact of Staffing Recommendations 

Operations staff - 294,558 301,236 308,116 315,200 322,498 

Administrative staff - 83,955 86,474 89,067 91,740 94,492 

Adjusted Cash Flow (Deficit)  2,454,662 (2,747,155) (250,068) (1,177,151) (100,421) (19,121) 

Beginning Cash 2,115,536 4,570,198 1,823,043 1,572,975 (395,824) (496,245) 

Ending Cash 4,570,198 1,823,043 1,572,975 (395,824) (496,245) (515,366) 

Note the potential negative cash balance beginning in FY 21/22 and continuing forward. This suggests budget 

adjustments and/or additional source of revenue may be required given these projections. 
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Planning Processes Summary 

The planning process within the SC-ESD 2 has satisfied the DistricÔȭÓ ÎÅÅÄÓ ÔÏ ÄÁÔÅȢ 7ÈÉÌÅ ÔÈÅ Ãommunity has 

grown and developed, the District has been able to provide the level of service desired by the community. 

SC-ESD 2 is now facing several challenges related to the delivery of fire service within the community that 

will require the planning efforts of the District to be more formally integrated within the community it serves. 

To be truly effective, an emergency services system must consider planning for the future on five distinct 

levels: Master, Strategic, Operational, Tactical, and Community Risk. 

SC-ESD 2 performs some fundamental, short-term planning in the form of the annual budget development 

process, which is used to define the activities and priorities identified for the upcoming year. However, the 

District has not established a formalized and adopted planning process, and historical planning has been 

limited to some basic strategic planning efforts, pre-incident planning, and annual work plan development. 

Commendably, recent initiatives have been implemented to address planning needs including this master 

planning process as well as a strategic plan. 

Capital Assets and Capital Improvement Program Summary 

SC-ESD 2 is currently facing dynamic, fast-paced changes in response capabilities and staffing plans. These 

changes are required to meet the emerging needs of the District at the region transitions from predominantly 

rural, bedroom communities to urban pockets and the associated challenges related to these growth 

patterns.  

Facilities 

In 2012, SC-ESD 2 developed a 10-year plan for the remodel/replacement of stations and the purchase of 

apparatus. By 2018, four years ahead of schedule, SC-ESD 2 has accomplished many capital and facility goals, 

including the completion of Chapel Hill, Dixie, and Winona stations. Arp Station 1 and Flint-Gresham Station 

1 should be completed by August 2020. The current ESCI analysis shows a need to replace the administration 

facility and consider the future construction of a District training facility.  

Several SC-ESD 2 stations are in good to excellent condition and with some basic upgrades, including living 

quarters for volunteer and paid personnel, will serve the District well into the future. The District put forth a 

staffing goal to provide 2-person paid staffing, supplemented by active and certified volunteers, round-the-

clock, in all 11 departments, contingent upon available funding. This process is supported by community 

service demand, but will require numerous facility upgrades to ensure safe, efficient, and code-compliant 

facilities. Wherever possible, this can be accomplished through the use of temporary living quarters that can 

be obtained and moved on location fairly quickly at a low cost and with maximum flexibility. 

The most notable challenge identified in this process is the inconsistency throughout the District of station 

design, capacity, and capability. This is certainly expected with the coordination and harmonization of 11 

independent fire departments. One immediate need that was identified is the need for replacement and 

paving of the driveway/apparatus pad at Jackson Heights Station 1 as shown in Figure 5. 
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Figure 5: Jackson Heights Station 1 Driveway and Apparatus Pad 

 

Apparatus, Other Vehicles, and Small Tools and Equipment 

SC-ESD 2 has demonstrated an excellent capacity for the planning and implementation of a program for 

capital assets. The 10-year capital plan developed in 2012 also included the replacement of apparatus. At the 

time, 18 apparatus were considered in need for replacement over the next 10 years. This includes engines, 

aerials, tankers (water tenders), rescue units, and brush trucks. SC-ESD 2 has already replaced six units, and 

five more have been withdrawn in order to streamline the number of apparatus in the District, leaving six 

units to be replaced by 2025. 

Over time, ESCI recommends this plan be converted to a rolling, 10-year plan that includes target 

replacement dates and source of funds. The plan should also include an audit of compliance with applicable 

standards, equipment usage, and need to assist the District with the evaluation, maintenance, upgrade, and 

replacement of heavy fire apparatus (engines, tankers, and ladder trucks), other vehicles, and small tools and 

equipment. 

Additional capital equipment and facility upgrades will be required, especially in conjunction with the 

progression to round-the-clock staffing models. A plan for capital equipment such as SCBA, compressors, 

small equipment, rescue tools, and radios should be maintained separately, but linked to the facilities and 

apparatus plans to ensure equipment interoperability and connectivity with those plans. 

Staffing 

As described previously, SC-ESD 2 is a combination system comprised of District personnel, with both full-

time and part-time employees, and volunteers associated with one of 11, independent service providers. The 

District Fire Chief is the administrative head of the system and serves under the general supervision and 

direction of the SC-ESD 2 District Board of Commissioners.  
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Staffing is considered to be the primary challenge facing the District over the next five years. The goal of 

the District is to provide round-the-clock staffing with two paid personnel and two volunteer personnel at 

each of the 11 departments. However, given the current available funding and lack of active volunteers, 

round-the-clock staffing is not possible at this time, and as shown in the following figure, there are at least 

four operations personnel on duty around-the-clock, seven days a week. From 0700 to 1700, Monday through 

Friday, at least 10 operations personnel are on duty. During peak hours from 0900 to 1500, Monday through 

Friday, there are a total of 38 certified firefighters on dutyɂ32 operations personnel and 6 admin personnel (1 

Mechanic certified as a Firefighter, 2 Captains, 2 Battalion Chiefs, and the Fire Chief). Overall, there has been a 

net increase in the number of operational staff on duty when compared to 2017. This is due to increasing need 

and availability of funding. These operational staffing increases are shown in the following figure.  

Figure 6: Operational Staffing Levels, MondayςFriday, by Hour of Day  

 

The District has 41 approved positionsɂseven administrative staff positions and 34 operations positions (24 

full-time and 10 part-time), including four supervisors. Part-time positions are filled from a pool of 74 part-

time employees. Each of the 11 service providers are volunteer fire departments with a Board of Directors, 

volunteer Chief, members, and independent rank structure. Collectively, the 11 departments of SC-ESD 2 

have about 290 volunteers. However, this number is somewhat misleading. Consider this: 

 Total number of people carried on rosters for all departments in SC-ESD 2 290 

 Total number of people that made less than 1 call per month for 2018 110 

 Total number of people that made at least 10% of calls for their department 94 

 Total number of people that made 10% of the calls for their department AND 54 

were certified by either SFFMA or the TCFP to make entry.  

Thus, only 18 percent of all volunteers on department rosters are certified by SFFMA or TCFP as structural 

firefighters and make more than 10 percent of all department calls. As stated previously, this underscores 

the need for a combination system; that is, a system that includes both paid District personnel and 

department volunteers to ensure an adequate initial response with a sufficient number of personnel to 

perform critical tasks. This is the most critical issue facing the District at this time.  
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Service Delivery and Performance Summary 

Incident type 

Due to changes in incident reporting systems and other factors, it is believed that the 2017 data is incomplete 

and does not accurately reflect the entire year. However, the information provided does provide valuable 

insight into District operations. Based on the information provided by the District, emergency responses 

varied significantly by call type over the course of the study period: 

 21 percent of all responses were for fires 

 24 percent were for motor vehicle collisions (MVC) 

 14 percent were for emergency medical calls not involving MVC 

 8 percent were for hazardous conditions 

 1 percent were for other emergencies  

 32 percent were responses where no emergency existed 

Á 23 percent werÅ ȰÇÏÏÄ ÉÎÔÅÎÔȱ ÏÒ ȰÐÕÂÌÉÃ ÓÅÒÖÉÃÅȱ ÃÁÌÌÓ 

Á 9 percent were false alarms 

Figure 7: Service Demand by Incident Type, 2017ς2018 

 

Clearly, the data indicates that most service demandɂ79 percentɂis for emergencies that are not fires. In 

fact, the most-common response type is to accidents involving MVC. This is not surprising given the number 

of major transportation routes, including IH-20, and smaller two-lane roads that cross the District.  

Of note is the high percentage of non-emergency callsɂ32 percent of all calls. Almost one in three calls for 

service turns out to be a non-emergency; almost one in ten is a false alarm.  
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This suggests there is an opportunity for public education to reduce the number of non-emergency calls. That 

is not to suggest that citizens should be discouraged from calling for service; it simply indicates that there is 

a risk of extended response times if the nearest unit is already committed on a non-emergency call when an 

emergency call in the same area is received. 

Also of note is the number of fire callsɂ21 percent of all calls for service. This is higher than ESCI finds for 

most jurisdictions in Texas (about 4 percent of all calls). Of all fire calls, 20 percent were for structure fires 

(including fires in mobile homes, motor homes, and camping trailers), 10 percent were vehicle fires, 57 

percent were for outdoor fires, and the remaining 13 percent were not categorized. This is shown in the 

following figure. Of significance is the large amount of outdoor and other firesɂabout 70 percent of all fires 

as compared to 53 percent for all Texas fire departments.2 Given the rural nature of the District, this is to be 

expected.  

Figure 8: Fire Responses by Type, 2017ς2018   

 

In light of the limited funding available, the relatively low number of structure firesɂ4 percent of all 

responsesɂsuggests that the model currently used by the District of two-person paid staffing supplemented 

by two or more volunteers may be the most appropriate, if multiple units are dispatched to ensure arrival of 

an effective response force that is sufficient to accomplish required tasks. 

Temporal Variation 

Temporal variation analysisɂa study of when calls occurɂis helpful in order to determine if there are specific 

trends where staffing can be modified to better fit demand. The next figure illustrates temporal service 

demand for all incident types during the study period. These patterns are typical of temporal patterns for 

emergency response and support the increased day staffing model used by the District. 

Figure 9: Summary of Temporal Service Demand, 2017ς18 
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Geographic Service Demand 

In addition to the temporal analysis, it is useful to examine the geographic distribution of service demand to 

assist with the location of facilities and distribution of resources. As shown by the following figures, 

geographic serÖÉÃÅ ÄÅÍÁÎÄ ÉÓ ÆÁÉÒÌÙ ÅÖÅÎÌÙ ÄÉÓÔÒÉÂÕÔÅÄ ÔÈÒÏÕÇÈÏÕÔ ÔÈÅ ÅÎÔÉÒÅ ÓÅÒÖÉÃÅ ÁÒÅÁȢ Ȱ(ÏÔ ÓÐÏÔÓ,ȱ or 

areas of greatest activity, appear in warmer colors. Note that more incidents occur in populous areas, with 

the greatest concentration just outside the city limits of Temple and along arterial roads, especially the IH-

20 and SH-69 corridors. 

Figure 10: Incident Density (Hot Spot Analysis), January 1, 2017ςDecember 19, 2018 
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ISO® Public Protection Classification (PPC®) Summary Distribution 

The Insurance Services Office (ISO), a subsidiary of Verisk Analytics, is a national data analytics provider that 

evaluates fire protection for communities across the country. ISO assesses fire protection through the use of 

a Fire Suppression Rating Schedule (FSRS) that details specific requirements for each of four major 

categoriesɂemergency communications, fire department, water supply, and community risk reduction. 

Following an on-site evaluation, an ISO Public Protection Classification (PPC®) rating is assigned to the 

community ranging from 1 (best protection) to 10 (no protection). Currently, each department and 

community within the District maintains a separate ISO public protection classification (PPC®) for all 

properties located within its respective service area and within five road miles of a fire station as shown in the 

following figure.  

Figure 11: ISO PPC® Classification, 2009 vs 2015 

Community 
2009 2015 

With Hydrant No Hydrant With Hydrant No Hydrant 

Arp VFD 7 9 3 6 

Bullard VFD 6 9 3 5 

Chapel Hill VFD 6 9 4 7 

Dixie VFD 6 9 3 5 

Flint-Gresham VFD 6 9 3 5 

Jackson Heights VFD 9 10 5 5 

Noonday VFD 7 9 4 4 

Red Springs VFD 10 10 5 5 

Troup VFD 7 9 3 6 

Whitehouse VFD 6 9 4 4 

Winona VFD 7 9 4 4 

There has been some discussion about pursuing a single ISO PPC® classification for the entire District. ESCI 

strongly recommends this initiative be reviewed by an independent ISO study to determine the potential 

impact on District residents and businesses before any action to consolidate ISO classifications. 

Response Standards and Summary Results 

Four measures of response performance and reliability were analyzed in this study: 

 Unit Hour Utilization Rate 

 Total Response Time 

 Concurrent Call Volume 

 Mutual and Automatic Aid 
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Unit Hour Utilization Rate 

In this context, unit hour utilization (UHU) describes the amount of time that a unit is not available for an 

emergency response because it is already committed elsewhere. UHU is an important statistic to monitor for 

fire agencies that use percentile-based performance standards such as NFPA 1720. In this case, UHU levels 

greater than 20 percent mean that the response unit will not be able to meet response time goals. A UHU 

level over 25 percent indicates a system that is consistently being stretched beyond its limits.  

With one exception, UHU levels within the District are below 10 percent, with the exception being Winona at 

about 10.5 percent. On average, the commit timeɂthe amount of time a District unit was assigned and 

committed to an incidentɂwas just over one hour. Overall, this indicates that all suppression and support 

units should be statistically available to meet response objectives based on availability alone. 

That said, it is important to note that eight percent of all calls had commit times exceeding 10 hours and were 

excluded from the analysis. Further analysis is suggested to determine if these anomalies were due to data 

input errors or actual extended responses times. When included, these incidents pushed UHU rates as high 

as 40 percent. If these truly are incidents with long travel distances or extended incident times, back-in 

assignments may need to be considered to control UHU while those calls are in progress.  

Total Response Time 

The appropriate response standard for the District, a combination system that relies on ȰÓÕÂÓÔÁÎÔÉÁÌÌÙ 

ÖÏÌÕÎÔÅÅÒȱ ÓÔÁÆÆÉÎÇ and responds to variety of service demand zonesɂurban, suburban, rural, and frontierɂ

is NFPA 1720: Standard for the Organization and Deployment of Fire Suppression, Emergency Medical 

Operations, and Special Operations to the Public by Volunteer Fire Departments. This standard establishes 

expectations for department response times as shown in Figure 12. 

Figure 12: NFPA 1720 Response Time Classifications 

Demand Zone Demographics Response Time Objective Percentage 

Urban Area > 1,000 population/mi2 9 minutes 90% 

Suburban Area 500ς1,000 population/mi2 10 minutes 80% 

Rural Area < 500 population/mi2 14 minutes 80% 

As shown in the next figure, virtually all of ÔÈÅ $ÉÓÔÒÉÃÔȭÓ service area falls within the recommended travel time 

ranges for all demand zone types. This indicates that stations are placed appropriately, given current 

population density road networks, and available funding.  
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Figure 13: NFPA 1720 Deployment Analysis, 9- & 14-Minute Projected Travel 

 

However, the travel time model does not measure actual travel time performance, nor does it account for 

the time required for call processing or department turnout time. When these are considered, District 

performance does not consistently meet these expectations. In some cases, this is simply due to the location 

of the call and the time it takes a crew to assemble and respond to the scene.  

When response performance is examined at the 80th percentile, District response times exceed NFPA 1720 

requirements for all types of incidents as well as overall performance. Based on the data provided, it is clear 

that citizens should anticipate extended response times, especially in remote areas. The District should 

continue to improve the collection and periodic review on performance metrics in order to optimize short-

term staffing decisions and longer-term decisions about station location and resource deployment. 

potentially adding additional stations to the system. 
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Concurrent Call Volume 

Concurrent Incidents 

A second key indicator in assessing system reliability is call concurrency. Call concurrency examines the 

frequency of multiple calls occurring at the same time that units are still committed to a previous call. On 

average during the two-year study period, single incidents accounted for slightly more than one out of every 

four incidentsɂalmost 27 percentɂfor the District. Over 36 percent of the time, two incidents were occurring 

in SC-ESD 2ȭÓ service area; and about 37 percent of the time, the District was responding to three or more 

incidents at the same time, thus reducing its available resources. 

Mutual and Automatic Aid 

With the creation of the District, the combined resources of the 11 volunteer departments have resulted in 

an increase in resources and depth in emergency responses. The District has established mutual and 

automatic aid agreements with the majority of perimeter departments. There are two opportunities to 

improve existing aid agreements. These are with the City of Tyler and the City of Whitehouse. ESCI 

recommends that the District continue to remain open to the development of a closest-unit response model 

with these jurisdictions. 

Support Programs Summary 

Training 

Training and education of personnel, both paid and volunteer, are critical, ongoing functions for the District. 

All new District firefighters receive pre-employment training from others and in compliance with TCFP 

requirements. There is no minimum standard of required training for volunteer firefighters, but volunteer 

members have the opportunity, and are encouraged, to seek firefighter training and certification through 

either the SFFMA or the TCFP. Personnel are not trained in specialized rescue operations due to the 

utilization of regional response teams. Most personnel have received medical training through online 

providers or local community college programs. Several members also hold basic wildland firefighting and 

hazmat operations certifications. 

There is an opportunity to standardize training programs and their administration, by both the District and 

the system departments, with the development and implementation of a formal, multi-year training plan. 

There is also an opportunity to establish a dedicated training facility within the District. Although the District 

has access to the use of other training facilities in the area, distance, availability, and scheduling are often a 

challenge and take units out of service while out of District. ESCI considers the need for a high-quality training 

facility to be a high priority for the District despite the significant capital investment and on-going cost of 

operating and maintaining a training facility. 
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Current industry standards for the amount of training delivered are typically based on contact hours. An 

hours-based approach may be appropriate and effective in some cases, but the District would be better-

served by shifting toward a task book, competency-based system of training and evaluation. This transition 

will require consistent and accurate documentation. Currently, the District lacks a centralized process for 

compiling training records from the separate fire departments. Thus, it is difficult to complete an accurate 

record of training statistics for the entire organization. ESCI considers this need for centralized, consistent, 

and readily-accessible training records necessary for this transition to be successful. 

Life Safety Services (Fire Prevention and Community Risk Reduction 

Generally, life safety services are the responsibility of the Smith County Fire MÁÒÓÈÁÌȭÓ Office. There is an 

opportunity for the District to conduct risk assessment, incident pre-planning activities, and public fire safety 

education as mid-to-long terms strategies to develop a fire-resistant community and reduce the number of 

emergency responses. However, given scarce resources, emergency response must remain the short-term 

priority. 

Community Risk Assessment 

As can be expected, Smith County is susceptible and vulnerable to a variety of risks. While it is impossible to 

consider all hazards that are possible for all individual occupancies within Smith County, the study was able 

to identify the potential general risks most common to the study area. Historic incident data provided 

valuable insight into overall service demand across the District. Three key findings were:  

 Overall, emergency responses are fairly evenly spread across the entire District, with more calls in 

more populous areas, as expected. 

 A majority (52 percent) of all emergency service demand is associated with outside properties, 

highways, and streets. This is directly linked to the large number of MVCs (24 percent of all incidents) 

and outside fires (57 percent of all fires and 12 percent of all incidents). 

 Over one-third (36 percent) of all emergency responses are associated with residential properties, 

typically one- or two-family dwellings. This is directly linked to the number of residences when 

compared to all other property uses and the traditional pattern of the number of emergencies that 

occur in the home.  

In addition to fire- and EMS-related incidents, natural hazards pose additional risk to the study area. Most 

common of these natural hazards are flooding associated with severe storms (both tropical and seasonal), 

wildfires, tornadoes and other high winds, and ice storms.  

The District has a number of high-risk occupanciesɂpublic and private schools, college buildings, medical and 

congregate care occupancies, and a growing number of processing/logistics centers. Transportation corridorsɂ

over-the-road and railɂand facilities like the commercial/general aviation Tyler Pounds Regional Airport have 

specific risk, often involving potentially hazardous materials. The arterial road system includes IH-20, SH-69, 

and several other major roadways. As with any geographic location, Smith County is a potential target for 

terroristic activities, including public gathering events throughout the year. Finally, there are a number of at-

risk population groupsɂchildren under 5 years of age, the elderly, people living in poverty, and those where 

English is not spoken wellɂthat live, work, and visit Smith County and may require special services. 
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Emerging Trends to Watch 

Population Growth Projections 

The projected growth for the Smith County area is about 1.3 percent annual growth, and is expected to reach 

over 108,000 population by 2030. For years, demographers cited a population triangle bordered by Dallas-

Fort Worth to Austin and San Antonio; this trend has now shifted eastward and is impacting major parts of 

East Texas. Key trends to expect are businesses and retirees relocating into Smith County for several factors. 

These population trends will be accompanied by increased over-the-road and rail traffic along IH-20 and 

other area highways, plus higher demand for healthcare facilities and emergency medical services. The 

domestic migration will also include young families, more rooftops, and the potential for higher-value jobs. 

These population changes could have a significant impact on future service demands.  

Service Demand Projections  

Service demand is expected to rise at a faster rate than due to population growth alone, at a growth rate of 

about 2 percent each year. It is recommended that the District continue to monitor call volume and 

performance metrics to determine the impact of changes in population and economic development on 

service demand forecasts. Changes in service demand may require adjustments in the deployment of staffing 

and capital assets in order to maintain acceptable levels of performance. 

Conclusions and Recommendations 

Response Time Performance 

ESCI emphasizes the importance of establishing and regularly monitoring performance metrics for the 

deployment of resources. These metrics serve as the foundation for determining whether or not the 

organization is meeting the expectations of the community that it serves. Without regular and consistent 

performance evaluation, it is impossible to set and achieve goals established to meet community 

expectations. 

Response standards are individual to each organization and must originate from the community achieve 

create a balance between what is needed, what is desired, and what can be afforded. Because benchmarks 

are intended to represent a goal that should be achievable, it is recommended that the District consider a 

performance goal of 14 minutes response time with an acceptable Emergency Response Force (at the 90th 

percentile) once a call is received and units are dispatched. Once improvements are made and that target is 

achievable, additional target goals may be established.  

Critical Tasking and Alarm Assignments 

The service area includes a variety of response types and population densities, and this presents varied 

staffing and deployment needs at an incident. The number and types of critical tasks that need simultaneous 

action will dictate the minimum number of firefighters needed on an initial response. 
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Fire Station Location 

Many of the highly populated areas within the District service area fall within the five-mile travel distance 

necessary for a favorable ISO fire protection rating. Generally speaking, ISO is most concerned with the 

provision of fire suppression services to populous, contiguously built-upon areas. Water supply availability 

also plays a role in this improved rating, whether it be from a central water system or from a mobile water 

supply such as a water shuttle. The following figure shows conceptual locations for additional stations as part 

ÏÆ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ ÌÏÎÇ-term strategy. These locations are conceptual only, and anticipate the continuation of 

historic population growth and in-fill economic development. 

Figure 14: Potential New Station Locations, Concept Only 
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Short and Mid-Term Strategies 
As mentioned previously in this report, the leadership team for the Districtɂthe fire chiefs of the 11 contract 

departments and the District Fire Chiefɂreached a consensus of the following critical issues facing the 

organization, as shown in Figure 15. The recommended short- and mid-term strategies address each of these 

concerns in consideration of anticipated population growth and changes on demographics within the District. 

Figure 15: District-Identified Critical Issues 

Critical Issue Description 

First Station Staffing 

Second Cherokee County Response 

Third Training 

Fourth Infrastructure 

Staffing 

Operational Positions 

Staffing is the most critical situation for the District. Given the call volume and available funds, a combination 

system that includes both paid District personnel and department volunteers appears to be most 

appropriate. However, it is a challenge to ensure an adequate initial response to arrive in a timely manner 

with a sufficient number of personnel to perform critical tasks. Volunteers are simply not available at all 

times, and the number of trained volunteers is an ongoing factor of concern. 

Short-term, the District should continue with its plan to staff stations with two paid personnel and additional, 

available volunteers based on need and service demand. The number of stations that can be staffed is based 

on the availability of funding; the size of the available labor pool appears to be sufficient in the short-term. 

Given the current available funding, round-the-clock staffing at all departments or stations is not possible at 

this time. As a result, it is recommended that the District continue its practice of round-the-clock staffing at 

two or more stations, augmented by daytime staffing at stations strategically located across the District, and 

staffed by volunteers at all other times. As the need for paid staff continues to increase, additional stations 

strategically located throughout the District may be added to the staffing plan. 

Administrative Positions 

Based on a total paid response staff of 55, HR functions performed by staff are within industry guidelines. 

However, with the addition of approximately 300 volunteer firefighters and the potential for additional paid 

staff, ESCI recommends that the District hire a full-time, dedicated HR Specialist sometime in the near future. 

This position would be a 40-hour per week, non-exempt administrative position with full benefits.  

Also, the District should consider hiring a part-time Fire/Life-Safety Educator to enhance and coordinate its 

public education program. Later, if job functions and workload suggest the need, this position could be 

converted to a 40-hour per week, non-exempt administrative position with full benefits.  
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Cherokee County Response 

Two District departmentsɂBullard VFD and Troup VFDɂhave primary response zones that include territory 

in Cherokee County and outside the DisÔÒÉÃÔȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ. These out-of-county response zones were never 

included within the original boundary of the ESD, although this was an option under Texas Law. There does 

not appear to be any particular cost allocation formula used to determine the amount Cherokee County pays 

the District for the services it receives.  

When two or more communities share in providing fire protection, elected officials must assure that each 

community assumes only its fair and equitable pro rata share of the cost, thereby fulfilling an obligation to 

act as stewards to the best interest of their respective constituencies. Given recent concerns voiced by some 

District taxpayers, it may be time to consider discussions about alternatives to the current cost allocation 

model.  

Training 

As is required by State Law, the District provides ongoing in-service training and maintains training records 

for the paid staff of the District. Training records are periodically audited by the Texas Commission on Fire. 

The district also offers its in-service training to the members of its contract service providers. These practices 

should continue, along with the development and implementation of formal training programs, pre-planning 

activities, and centralized documentation. 

Infrastructure 

The District has a good sense of direction regarding infrastructureɂfixed facilities, apparatus, emergency 

and support tools and equipment, and technology. Projects are implemented on a needs-based, pay-as-you-

go strategy and this has been beneficial to both the District and the community served. There is an ongoing 

need to continue the upgrade of existing facilities and the future relocation/expansion of others. The addition 

of crew quarters in all stations and a new administration/operational support building are priorities. 

Capital improvement plans are mostly ad hoc, and rely more on addressing potential problem areas rather 

than on formally-planned and scheduled replacement of capital items. That said, there has been clear 

improvement in several areas, most notably physical infrastructure, apparatus, and technology.  

Short- and Mid-Term Recommendations 

Staffing 

 Conduct focused recruitment in areas where individuals are not looking for an urban department but 

desire a department with an excellent reputation for service delivery in a rural setting. Utilize social 

media and recruitment at local, regional, and state EMS conferences. Assign one staff member per 

station to coordinate. 

 Evaluate the feasibility of three-person paid staffing if number of active, certified volunteers falls 

below numbers needed to consistently provide a minimum of two volunteers per department round-

the-clock in higher volume stations and during peak times at lower volume stations.  
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Cherokee County Response 

 Review the current cost allocation process to ensure fair and equitable reimbursement for services 

provided by the District to others in Cherokee County. 

 Consider the adoption of a funding plan that is based on a cost apportionment formula, limited to 

available funds, that is in accordance with State law, includes input from all interested stakeholders, 

and is agreeable to all officials affected by the agreement(s). 

 Consider a phased approach that includes a short- to mid-term adjustment in the funding process, with 

a long-term goal of integrating periodic reviews of ÔÈÅ ÆÕÎÄÉÎÇ ÐÒÉÎÃÉÐÌÅÓ ÉÎÔÏ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ -ÁÓÔÅÒ 0ÌÁÎȢ 

Training 

 Develop an annual training plan based on periodic training needs assessments with defined annual 

program goals, objectives, performance measures, and monitoring processes that are based on the 

needs assessment. 

 Establish target hazard lists in order to prioritize the completion of a pre-plan. 

 Establish a pre-fire planning program with an assigned coordinator in each station. 

 Provide training on the pre-fire planning process and its use. 

Other Recommendations 

Governance and Administration 

 Conduct periodic staff meetings and take minutes for the senior, company, and/or staff meetings. 

 Develop member newsletters to ensure that communication is distributed throughout the system. 

 Explore and pursue ÃÏÎÓÏÌÉÄÁÔÉÏÎ ÏÆ ÁÌÌ ÁÄÍÉÎÉÓÔÒÁÔÉÖÅ ÁÃÔÉÖÉÔÉÅÓ ÉÎÔÏ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ responsibilities to 

eliminate as much duplication of efforts as possible. 

Assessment and Planning 

 Develop and publish a strategic plan that includes the review of mission, vision, and value statements 

to shorten them and ensure that they are meeting the needs for today and the future. 

 Review at least one-third of the SOGs/Rules and Regulations document(s) each year to ensure that 

the complete set is reviewed and revised every three years or less. 

 Utilize community involvement with surveys and/or community meetings. 

 Continue active participation in LEPC to ensure that hazardous materials sites are monitored and/or 

reported. 

 Establish emergency management and response plans for Continuity of Operations Plans (COOP), a 

Comprehensive Emergency Management Plans (CEMP) with hazard-specific annexes and 

ÁÔÔÁÃÈÍÅÎÔÓȟ ÁÎÄ Á $ÉÓÁÓÔÅÒ 2ÅÓÐÏÎÓÅ ÁÎÄ 2ÅÃÏÖÅÒÙ 0ÌÁÎ ÔÈÁÔ ÉÎÃÌÕÄÅÓ ÍÅÍÂÅÒÓȭ ÆÁÍÉÌÉÅÓȢ 
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Physical Resources  

 Develop a rolling, five-year plan for replacement of apparatus and other vehicles. 

 Develop a rolling, five-year plan for replacement of radios and other capital tools and equipment. 

 Develop a rolling, ten-year plan for replacement of stations and other facilities. 

 Consider implementing closed-cÉÒÃÕÉÔ ÔÅÌÅÖÉÓÉÏÎ ÔÏ ÒÅÁÃÈ ÏÕÔÌÙÉÎÇ ÓÔÁÔÉÏÎÓ ɉ&ÉÒÅ #ÈÉÅÆȭÓ ÍÏÎÔÈÌÙ 

address to personnel, other remote meetings). 

 Consider adding exhaust removal systems and the ability to clean contaminated clothing in all 

stations as fiscal restraints allow. 

Operational Programs 

 Continue with current staffing models and gradually increase full-time, 24/7 coverage with 

combination crews of two paid personnel and two or more volunteer personnel.  

 Consider guidelines and specific SOGs relating to fireground operations prior to the arrival of an 

effective response force (ERF) that direct whether the engine can be placed in pump and the two-

person crew can make entry into the structure.  

Human Resources 

 Develop and implement a comprehensive annual screening process that can help identify individuals 

who may be at higher risk for a cardiac event on the fireground. 

 Accumulate all costs related to personnel in one section of the financial reporting system including 

sections for administrative salaries, fire department operations salaries, part-time paid costs, 

volunteer stipends, overtime charges, and a detail of benefits.  

 Compare employee benefits programs for similar systems and establish policy positions for leave 

ÔÉÍÅȟ ×ÏÒËÅÒÓȭ ÃÏÍÐÅÎÓÁÔÉÏÎ ÁÎÄ ÏÔÈer insurance costs, payroll taxes (FICA/Medicare), retirement 

cost sharing, health, dental and life insurance costs, and other employee benefits. 

 Develop an enhanced cancer prevention program that begins with policies minimizing individuals 

from wearing contaminated personal clothing back to work or home.  

External Systems  

 Develop options for auto-aid agreements, resource-sharing, or consolidation with Smith County ESD 

1, the City of Whitehouse, and/or others. 

 Establish automatic aid agreements with surrounding communities or follow State of Texas 12-hour 

mutual aid policy. 

 Consider the mid-range goal of becoming a regional maintenance facility. This would result in 

improved maintenance services to neighboring agencies and a revenue stream to support future 

growth. 

 During short- and mid-term planning, consider increasing personnel and regional opportunities 

relating to the fleet services program. 
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Recommended Long-Term Strategy 
It is anticipated that the critical issues mentioned previously will continue to play an important role in the 

DÉÓÔÒÉÃÔȭÓ ÄÅÖÅÌÏÐÍÅÎÔ ÏÆ Á ÌÏÎÇ-term strategy for improvement. Some of these recommendations assume 

that short- to mid-term recommendations have been implemented and have provided some measure of 

positive results. Long-term recommendations are contingent upon anticipated population growth, changes 

on demographics, and the availability of funding. 

Long-term Recommendations 

Staffing 

 Continue focused recruitment for members, both paid and volunteer, with a strong customer service 

motivation in a rapidly-developing, yet rural setting. 

 Evaluate the feasibility of three-person paid staffing if required by diminishing number of active, 

trained volunteers falls below numbers needed to meet service needs and expectations.  

Cherokee County Response 

 Continue to monitor the cost allocation process to ensure fair and equitable reimbursement for 

services provided by the District to others in Cherokee County. 

 Implement a funding plan that is based on a cost apportionment formula, limited to available funds, 

that is in accordance with State law, includes input from all interested stakeholders, and is agreeable 

to all officials affected by the agreement(s). 

Training 

 Review and update the annual training plan, needs assessment, defined annual program goals, 

objectives, performance measures, and monitoring processes. 

 Update target hazard lists in order to prioritize the completion of a pre-plan. 

 Continue the pre-fire planning program with an assigned coordinator in each station. 

 Continue training programs on the pre-fire planning process and its use. 

Other Recommendations 

Governance and Administration 

 Continue regular staff meetings, complete with minutes for all senior, company, and/or staff meetings. 

 Continue member newsletters to ensure that communication is distributed throughout the system. 

 Continue to explore ways to improve the efficiency and effectiveness of administrative activities 

within the District. 
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Assessment and Planning 

 Update the strategic plan to ensure it continues to meet the needs for today and the future. 

 Continue review at least one-third of all SOGs/Rules and Regulations each year. 

 Continue and expand community involvement with advisory committees, surveys and/or meetings 

throughout the community. 

 Continue active participation in LEPC. 

 Update emergency management and response plans. 

Physical Resources  

 Formalize a funding strategy for all capital improvements.  

 Update rolling, long-term plans for replacement of apparatus and other vehicles; radios and other 

capital tools and equipment; and stations and other facilities. 

 Evaluate the need for additional station locations and other facilities throughout the District. 

 Relocate the administration/operational support building to the Red Springs 2 station complex. 

 Finalize the design and construction of a regional training facility at the Red Springs 2 station complex. 

 Continue use of closed-circuit television CCTV for training, meetings, security, and other purposes. 

 Continue program to adding exhaust removal systems and the ability to clean contaminated clothing 

in all stations as fiscal restraints allow. 

Operational Programs 

 Continue with current staffing models and gradually increase full-time, 24/7 coverage with 

combination crews of two paid personnel and two or more volunteer personnel in all 11 departments. 

 Review and update guidelines and SOGs relating to fireground operations and the determination/use 

of an effective response force (ERF).  

 Explore possibility of shared resource programs with SC-ESD 1 to improve coverage in remote, north-

west corner of the District. 

Human Resources 

 Continue with a comprehensive annual screening process for cardiac risk. 

 Continue to streamline the financial reporting system relating to personnel costs.  

 Continue to compare employee benefits programs for similar systems to ensure policy positions for 

leave time, workerÓȭ ÃÏÍÐÅÎÓÁÔÉÏÎ ÁÎÄ ÏÔÈÅÒ ÉÎÓÕÒÁÎÃÅ ÃÏÓÔÓȟ ÐÁÙÒÏÌÌ ÔÁØÅÓ ɉ&)#!Ⱦ-ÅÄÉÃÁÒÅɊȟ 

retirement cost sharing, health, dental and life insurance costs, and other employee benefits are 

competitive and attractive to current and potential members and staff. 

 Continue with an enhanced cancer prevention program.  
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External Systems  

 Review existing and needed auto-aid agreements, resource-sharing, and consolidation efforts. 

 Continue with regional maintenance facilities and fleet services programs. 

Financial Impact of Long-Term Strategies 
Based on projections, current revenues are insufficient to provide funding for all ESCI recommendations. The 

District should consider revenue enhancements that may be available to offset a portion, if not all, of the 

annual deficit cash flows. Three possibilities to be considered, either individually or in concert with each 

other, are: 

 Option 1: Increasing the property tax to the $0.10 maximum rate versus the current $0.084648; 

 Option 2: Seeking and gaining approval to collect a sales and use tax of 1.5 percent in unincorporated 

areas and 1 percent in participating incorporated areas; and 

 Option 3: Financing the cost of new buildings and incurring debt service versus the current pay-as-
you-go strategy of full cash payment form reserve funds.  
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SECTION I:  

EVALUATION OF CURRENT CONDITIONS 
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ORGANIZATION OVERVIEW 

Smith County 
Smith County is located in East Texas, approximately 98 miles from Dallas. The 

County has a long and distinguished history dating back to 1846. The addition of 

the railroad in the late 1800s created the famous St. Louis Southwestern 

Railwayɂthe Cotton Belt Route (now part of the Union Pacific system)ɂand 

Smith County became a critical hub for transportation and commerce. Today, 

Smith County has a population over 230,000 residents and is home to numerous 

higher education institutions, with rich cultural diversity. 

Service Area Population and Demographics 
SC-ESD 2 has a challenging response area covering 712 square miles throughout Smith County and outside 

the city limits of Tyler, Texas, and smaller jurisdictions. There is a wide variety of population densities, 

geographic variances including large bodies of water and limited-access open-space. Jurisdictional 

boundaries around the City of Tyler and the City of Whitehouse limit agency response throughout the 

District. Limited mutual and automatic aid agreements with the above organizations results in a delayed 

response in specific areas.  

Figure 16: Smith County ESD 2 Service Area 
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Population 

As of 2018, SC-ESD 2 serves a population of 92,726 constituents.3 The total population in Smith County for 

2018 was estimated at 230,221. Over the past 4 years, the County has seen limited growth at 1.28 percent. 

The City of Tyler makes up the majority of the population with 104,991 residents. The remaining population 

oÆ ΧΨΫȟΨΩΦ ÉÓ ÆÏÕÎÄ ÔÈÒÏÕÇÈÏÕÔ ÔÈÅ ÃÏÕÎÔÙȢ /ÖÅÒ ÔÈÅ ÐÁÓÔ ΨΫ ÙÅÁÒÓȟ ÔÈÅ #ÉÔÙ ÏÆ 4ÙÌÅÒȭÓ ÐÏÐÕÌÁÔÉÏÎ ÉÎÃÒÅÁÓÅÄ Ψή 

percent, whereas population growth outside of the City of Tyler has increased by 44 percent. This trend 

would support the probability that there will be an increased need for emergency services throughout SC-

ESD 2.4 

Figure 17: Population History, 2010ς2018 

 

Population Density 

SC-ESD 2 has a predominantly rural population. The largest incorporated cities/towns include Arp, Bullard, 

and Troup, which account for approximately 6,200 residents. The remaining 86,526 residents are in the 

smaller municipalities and unincorporated areas. The dispersal of population over such a large area makes 

resource distribution a challenge. The following figure shows the current population densities throughout 

the District. The data supports that station locations are in alignment with higher density populations. There 

is one area north of the Noonday Station that may require future considerations for a new station. 
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Figure 18: Population Density 
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Foundational Policy Documents 
On August 28, 2006, the Smith CoÕÎÔÙ #ÏÍÍÉÓÓÉÏÎÅÒȭÓ #ÏÕÒÔ ÁÕÔÈÏÒÉÚÅÄ Á ÐÕÂÌÉÃ ÅÌÅÃÔÉÏÎ ÔÏ ÃÏÎÓÉÄÅÒ ÔÈÅ 

formation of Smith County Emergency Services District 2 (SC-ESD 2). After the vote in favor of forming the 

ÓÐÅÃÉÁÌ ÄÉÓÔÒÉÃÔȟ ÔÈÅ 3ÍÉÔÈ #ÏÕÎÔÙ #ÏÍÍÉÓÓÉÏÎÅÒȭs Court adopted an Order creating SC-ESD 2 on November 

7, 2006. Except for the following jurisdictions, all of Smith County was included in the order: 

 Smith County ESD 1 (Lindale and surrounding area) 

 City of Tyler 

 City of Hideaway 

 City of Whitehouse 

Organizational Design and Current Service Delivery 
SC-ESD 2 is an Emergency Services District under Chapter 775 of the Texas Health and Safety Code. The 

District provides all-hazard emergency response services to the majority of unincorporated areas in Smith 

County, Texas. Service is provided by SC-ESD 2 personnel and 11 service providers operating under service 

contract to the District. Each service provider is a 501(c) volunteer fire department.  

Figure 19: SC-ESD 2 Organization 

The District also has interlocal agreements for additional contract services with two additional departmentsɂ

Van VFD and Mineola VFDɂfor services in the northwest corner of the District.  
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Collectively, the SC-ESD 2 system provides a variety of services including fire suppression, emergency 

medical services (first responder, non-transport), technical rescue, water rescue, and hazardous materials 

response. Support services include public education, fleet and facility maintenance, member training, and 

administrative support services. The District has an established and well-equipped wildland interface team, 

capable of providing local and regional response to wildland fires. The District also has the capability to 

provide regional incident support services for major events including stand-alone emergency 

communications, a mobile fleet maintenance resource, and an incident command structure.  

Smith County has a contract with UT Health to provide advanced life support (ALS) pre-hospital care 

throughout the county. Based on defined criteria and emergency medical dispatching (EMD), SC-ESD 2 

provides BLS support for specific medical emergencies. Also, SC-ESD 2 has interlocal agreements with 

neighboring agencies for mutual aid and automatic aid, including additional hazardous materials response 

the City of Tyler. Fire prevention, fire and life safety inspection, fire investigation, and emergency 

management services are provided by Smith County. These combined resources translate to a remarkable 

response capability throughout the District. 

Governance and Lines of Authority 
SC-ESD 2 is a combination system comprised of District personnel, with both full-time and part-time 

employees, and volunteers associated with one of 11, independent service providers. The District Fire Chief 

is the administrative head of the system and serves under the general supervision and direction of the SC-

ESD 2 District Board of Commissioners. The District has 41 approved positionsɂseven administrative staff 

positions and 34 operations positions (24 full-time and 10 part-time), including four supervisors. Part-time 

positions are filled from a pool of 74 part-time employees. 

Each of the 11 service providers are volunteer fire departments with a Board of Directors, volunteer Chief, 

members, and independent rank structure. Although there has been some discussion about pursuing a single 

ISO PPC® classification for the entire District, each department maintains a separate ISO public protection 

classification (PPC®) for all properties located within the department service area. Collectively, the 11 

departments of SC-ESD 2 have about 290 volunteers.  

However, this number is somewhat misleading in that only 54 members (18 percent of all volunteers on 

department rosters) are certified by SFFMA or TCFP as structural firefighters and make more than 10 percent 

of ÔÈÅÉÒ ÒÅÓÐÅÃÔÉÖÅ ÄÅÐÁÒÔÍÅÎÔȭÓ calls.5 This underscores the need for a combination system; that is, a system 

that includes both paid District personnel and department volunteers to ensure an adequate initial response 

with a sufficient number of personnel to perform critical tasks. The goal of the District is to provide round-

the-clock staffing with two paid personnel on duty to supplement volunteer personnel at each of the 11 

departments. Given the current available funding, round-the-clock staffing is not possible at this time. Also, 

many stations do not have adequate dorm accommodations for round-the-clock staff. 

Additional staffing details and a copy of the current organizational chart is located in the Staffing section of 

this report. 
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Operating Budget, Funding, Fees, Taxation, and Financial Resources 
Following the creation of SC-ESD 2, budget transfers and budget amendments were placed under the new 

organization. The District is funded through a property tax rate not to exceed $0.10 per $100.00 assessed 

value. The adopted general fund budget for FY 2018 was $5,201,820. The next figure shows a breakdown of 

the current budget. 

Figure 20: Department Budget Summary 

 

Financial Analysis 

Historical Revenue and Expense 

A critical component of the success and operation of any business, private or public, is a consistent and 

reliable funding stream. In the instance of public agencies, this funding is usually provided by the assessment 

and collection of various forms of taxation such as ad valorem (real estate) taxes, sales taxes, special 

assessments and billings for services. Recognizing the limits of public funding, public safety agencies, 

including emergency services districts, are limited in the level of service they may provide to their 

communities by the types and levels of revenues that the authority having jurisdiction is willing, or limited by 

the legislative process, to assess. Public agencies also may charge fees for services under contractual 

arrangements or interlocal agreements to other agencies or areas outside of their political boundaries. 

SC-ESD 2 contracts and coordinates with 11 volunteer fire departments to provide services throughout Smith 

County. The District provides funding to these agencies to allow them to supplement their volunteer service 

delivery systems with full-time and part-time paid firefighters. The 11 departments operate from a combined 

total of 21 fire stations.  
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SC-ESD 2 operates on a fiscal year beginning October 1 and ending on September 30. The District is the 

funding source for fire protection services and the overall coordination of providing those services through 

11 volunteer fire departments throughout the majority of Smith County. The District was formed in 2007 

under Section 775 of the Texas Health and Safety Code. A tax rate, to a maximum of $0.10 per one hundred 

dollars of taxable property value, is set annually pursuant to Section 775.074 of the enabling legislation. The 

DÉÓÔÒÉÃÔȭÓ ÃÕÒÒÅÎÔ ÔÁØ ÒÁÔÅ is $0.084648 per one hundred dollars of taxable property value. 

As SC-ESD 2 is the funding source with an overarching responsibility to provide the service, it is more prudent 

to evaluate the financial resources and expenditures of SC-ESD 2 rather than to attempt to evaluate the 

financial strength of each of the 11 volunteer fire departments operating within the system. The Board of 

Commissioners and Fire Chief have provided direction in an effort to standardize the operations of the 11 

departments. This includes acquiring similar equipment, supplies, and services. The ability of the SC-ESD 2 

to acquire larger quantities of equipment and bulk quantities of supplies produces savings to the system.  

The accounting system separates the DÉÓÔÒÉÃÔȭÓ ÆÉÒÅ ÏÐÅÒÁÔÉÏÎs and administrative costs from the District-

supported individual fire department operating costs. Budget information received from Finance Director 

Denna Mangold provided a reasonable level of detail in most instances but did summarize employee 

compensation to a level that minimized the analytical value of that category. ESCI relied on the annual audit 

reports and attempted to minimize the impact of certain Governmental Accounting Standards Board (GASB) 

required adjusting entries for pension and other post-employment benefit cost calculations. Cash balance 

information carried forward from the 2015 report matches the cash balances in the subsequent audit reports.  

Full-time and part-time firefighters have been employed by the various agencies for several years. Prior to 

2016, these employees were hired and paid by the individual agencies and were under the supervision of the 

ÒÅÓÐÅÃÔÉÖÅ ÁÇÅÎÃÉÅÓȭ ÆÉÒÅ ÃÈÉÅÆÓȢ "ÅÇÉÎÎÉÎÇ ÉÎ ΨΦΧάȟ SC-ESD 2 transitioned into the role of administrative and 

operational manager and assumed responsibility for all employees, operational and administrative. The 

District funds the costs of payroll taxes, health insurance, and workersȭ compensation insurance for 

employees but prior to the fiscal 2019 budget, health insurance costs were included in the insurance cost 

category. Workersȭ compensation insurance remains included in the insurance category. Prior to the fiscal 

year 2019 budget, payroll taxes appear to have been included in the compensation category. Additionally, 

beginning in fiscal 2019, an employee pension plan has been implemented.  

Revenue 

Property taxes are the DistrictȭÓ ÍÏÓÔ ÓÉÇÎÉÆÉÃÁÎÔ ÓÏÕÒÃÅ ÏÆ ÒÅÃÕÒÒÉÎÇ ÒÅÖÅÎÕÅȢ %ÍÅÒÇÅÎÃÙ 3ÅÒÖÉÃÅÓ $ÉÓÔÒÉÃÔÓ 

in Texas are limited to a maximum tax rate of $0.10 per one hundred dollars of assessed value. The District 

has experienced an average growth in valuation of approximately 3 percent over the past five years. The 

DistrictȭÓ ÔÁØ ÒÁÔÅ ÈÁÓ ÒÅÍÁÉÎÅÄ ÁÔ ΓΦȢήΪάΪή ÄÕÒÉÎÇ ÔÈÅ ÆÉÖÅ-year evaluation period. Additional recurring 

revenues in the form of service fees from Cherokee County and the East Texas Medical Center EMS contract 

are noted. Non-recurring revenues include grants, sales of surplus property, interest, loan proceeds, and 

revenues from other miscellaneous sources. The following figure displays recurring and non-recurring 

revenues of the District to be used to pay its operating expenses, capital expenditures, and debt service from 

fiscal 2014 to 2018. 
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Figure 21: Smith County ESD 2 Financial Resources, FY 13/14ςFY 17/18 

Property Taxes 
Actual 

FY 13/14 FY 14/15 FY 15/16 FY 16/17 FY 17/18 

Valuation $5,329,661,963 $5,504,783,771 $5,702,720,309 $5,876,153,929 $6,153,078,787 

Tax rate per hundred $0.084648 $0.084648 $0.084648 $0.084648 $0.084648 

Assessed amount 4,511,316 4,653,912 4,831,332 4,983,765 5,207,811 

Current collections $4,453,302 $4,632,143 $4,795,493 $4,952,665 $5,196,104 

Delinquent taxes 98,244 102,398 109,397 100,997 114,774 

Total property tax 4,551,546 4,734,541 4,904,890 5,053,662 5,310,878 

Cherokee Co Funds 44,616 44,616 44,616 44,616 44,616 

ETMC EMS Contract 8,250 9,000 9,000 - - 

Recurring revenue 4,604,412 4,788,157 4,958,506 5,098,278 5,355,494 

Other income 21,960 95,215 36,614 75,158 194,201 

Insurance proceeds - 1,044 - - - 

Training income - - 5,936 - - 

Grant - 34,970 37,622 60,155 50,077 

Interest 7,239 7,293 7,353 7,475 6,303 

Loan proceeds - - - - 1,105,500 

Sale of property - - - - 25,050 

Non-recurring rev 29,199 138,522 87,525 142,788 1,381,131 

Total revenue $4,633,611 $4,926,679 $5,046,031 $5,241,066 $6,736,625 

The following figure indicates the two major classes of resources available to the District to provide for 

operational expenses, capital expenses, and debt service. Recurring revenue, indicated in blue, has grown 

from $4,604,412 in FY 13/14, to $5,355,494 in FY 17/18, an increase of approximately 16.3 percent over the 

five-year period. Non-recurring revenue is a highly variable source of funding as shown by the impact of the 

loan proceeds received in FY 17/18. 

Figure 22: Smith County ESD 2 Recurring Versus Non-Recurring Revenues, FY 13/14ςFY 17/18 

 

$4,604,412 $4,788,157 $4,958,506 $5,098,278 $5,355,494

$4,633,611
$4,926,679 $5,046,031 $5,241,066

$6,736,625

$0

$1,000,000

$2,000,000

$3,000,000

$4,000,000

$5,000,000

$6,000,000

$7,000,000

$8,000,000

FY 13/14 FY 14/15 FY 15/16 FY 16/17 FY 17/18

Recurring Revenue Non-recurring Revenue Total Revenue



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

35 
 

As previously noted, property tax values have increased approximately 3 percent during the evaluation period 

providing steady but moderate growth to property tax and, correspondingly, recurring revenue. Of 

significance to non-recurring revenue was a new loan obtained by the District in FY 17/18. 

Figure 23: Smith County ESD 2 Current Tax Revenues Versus Total Recurring Revenue, FY 13/14ςFY 17/18 

 

In summary: 

 The most significant source of revenue to the recurring revenue component is the assessment and 

collection of property taxes. The District budgets for a collection rate of 97 percent but has typically 

collected current assessed property taxes in excess of 99 percent annually. 

 0ÒÏÐÅÒÔÙ ÔÁØ ÒÅÖÅÎÕÅÓȟ ÉÎÃÌÕÄÉÎÇ ÃÏÌÌÅÃÔÉÏÎÓ ÏÆ ÐÒÉÏÒ ÙÅÁÒȭÓ ÔÁØÅÓ ÁÎÄ ÐÅÎÁÌÔÉÅÓ ÁÎÄ ÉÎÔÅÒÅÓÔ ÔÈÅÒÅÏÎȟ 

average 98 percent of total revenue from FY 13/14 to FY 16/17. The anomaly occurs in FY 17/18 as a 

result of the loan proceeds. 

 The total sources of funding to the District have increased from $4,633,611 in FY 13/14, to $5,241,066 

in FY 16/17, an increase of 13.1 percent in four years. 

 The District provides first responder services through its departments to Cherokee County under a 

service agreement. The annual amount of $44,616 has remained unchanged during the last five years. 

 The District had entered into a lease agreement with East Texas Medical Center for bay and housing 

space for an ambulance crew in the Troup VFD fire station. The lease ended in FY 15/16. Prior to its 

expiration, the agreement generated approximately $9,000 of revenue annually. 

 The District has received grant funding of $34,970, $37,622, $60,155, and $50,077 from the State of 

Texas in FY 14/15, FY 15/16, FY 17/17, and FY 17/18 respectively. 

 Miscellaneous receipts have varied dramatically throughout the evaluation period ranging from a low 

of $21,960 in FY 13/14, to a high of $194,201 in FY 17/18.  
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Expenditures 

The following figure indicates actual expenditures of the District for FY 13/14 through FY 17/18. Salaries and 

Wages includes payments to full-time, part-time, volunteer chief and firefighter stipends, pay-per-call staff, 

and administrative staff. Prior to FY 17/18, employee insurance costs were included in the DistrictȭÓ ÂÕÄÇÅÔ 

for property and liability insurance. Beginning in FY 17/18, the District began accounting for these costs within 

the employee cost benefits category. Operating expenditures are separated between administrative costs 

and fire department operational costs as provided for in the DistrictȭÓ ÂÕÄÇÅÔÉÎÇ ÐÒÏÃÅÓÓȢ #ÁÐÉÔÁÌ 

expenditures for the purchase of land, building construction or improvement, apparatus purchases, or 

equipment replacement are recognized as non-recurring expenditures. Likewise, debt service is recognized 

separately and included as a non-recurring expenditure.  

Figure 24: Smith County ESD 2 Expenditures, FY 13/14ςFY 17/18 

Expenditures 
Actual Expenditures 

FY 13/14 FY 14/15 FY 15/16 FY 16/17 FY 17/18 

Salaries/wages $1,163,956 $1,324,562 $1,517,042 $1,639,352 $1,808,175 

Benefits 8,171 9,190 14,907 9,786 81,393 

Personnel services 1,172,127 1,333,752 1,531,949 1,649,138 1,889,568 

Administrative expenses 656,564 689,710 958,969 1,002,823 737,301 

Operations expenses 1,124,385 1,115,232 603,184 699,146 1,079,868 

Contingency - 6,901 86,165 51,381 1,842 

Total recurring expenses 2,953,076 3,145,595 3,180,267 3,402,488 3,708,579 

Principal 892,993 906,804 923,126 939,742 954,435 

Interest 71,189 58,276 41,417 24,590 23,637 

Debt service 964,182 965,080 964,543 964,332 978,072 

Land - - 23,508 46,840 - 

Building improvements  - - - 983,012 1,131,717 

Apparatus 75,000 988,778 593,461 72,370 416,771 

Other equipment - 129,774 443,947 147,593 718,617 

Capital 75,000 1,118,552 1,060,916 1,249,815 2,267,105 

Total non-recurring expenditures 1,039,182 2,083,632 2,025,459 2,214,147 3,245,177 

Total expenditures $3,992,258 $5,229,227 $5,205,726 $5,616,635 $6,953,756 

The sections in the previous figure are presented in a manner consistent with governmental fund accounting 

and allow the BÏÁÒÄ ÔÏ ÕÎÄÅÒÓÔÁÎÄ ÔÈÅ ÉÍÐÁÃÔ ÏÆ ÅÁÃÈ ÏÆ ÔÈÅ ÃÁÔÅÇÏÒÉÅÓ ÏÎ ÔÈÅ ÏÒÇÁÎÉÚÁÔÉÏÎȭÓ ÆÉÎÁÎÃÅÓȢ 4ÈÅ 

following figure shows these major categories and their share of total District expenditures for FY 13/14 

through FY 17/18. 
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Figure 25: Smith County ESD 2 Expenditures by Major Category, FY 13/14ςFY 17/18 

 

Prior to FY 17/18, personnel costs include full-time, part-time, administrative, and volunteer stipends, but do 

not appear tÏ ÉÎÃÌÕÄÅ ÂÅÎÅÆÉÔ ÃÏÓÔÓ ÁÓ ÅÍÐÌÏÙÅÅ ÉÎÓÕÒÁÎÃÅ ÃÏÓÔÓ ×ÅÒÅ ÂÕÄÇÅÔÅÄ ×ÉÔÈ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ ÌÉÁÂÉÌÉÔÙ ÁÎÄ 

property insurance. Prior to FY 18/19, the current adopted budget, the District did not offer pension benefits. 

Personnel costs have increased annually from $1,172,127 in FY 13/14, to $1,889,658 in FY 17/18, a 61.2 percent 

increase during the five-year period. Personnel costs, as compared to recurring costs, have risen from 39.7 

percent in FY 13/14, to 50.9 percent in FY 17/18. In comparison, career-based fire departments usually spend in 

excess of 90 percent of their recurring expenditures on personnel-related costs. 

With the District offering health insurance benefits to its employees, it is critical that a member of the 

administration review the monthly or quarterly performance report. Insurance costs have increased 

significantly during the five-year period; however, the cause is difficult to identify as insurance costs have 

contained employee related insurance costs such as workersȭ ÃÏÍÐÅÎÓÁÔÉÏÎȢ )ÎÓÕÒÁÎÃÅ costs decreased from 

$200,039 in FY 16/17 to $152,283 in FY 17/18. Incentives may be considered to encourage healthy lifestyles 

which may have a positive impact on the health insurance program. 

The District implemented a retirement pension plan in FY 18/19. The plan is through the Texas County and 

District Retirement System (TCDRS). Key elements of the plan are: 

 ! ÐÅÒÃÅÎÔÁÇÅ ÏÆ ÅÁÃÈ ÐÁÙÃÈÅÃË ɉÕÐ ÔÏ Ϊ ÐÅÒÃÅÎÔɊ ÉÓ ÄÅÐÏÓÉÔÅÄ ÉÎÔÏ ÔÈÅ ÅÍÐÌÏÙÅÅȭÓ 4#$23 ÁÃÃÏÕÎÔȢ 

The employee's savings grow at an annual, compounded rate of 7 percent interest. 

 The District matches employee contributions Ȱdollar for dollarȱ up to 4 percent.  

 At retirement, the employee receives benefit payments for life based on final account balance and 

employer matching. 
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The District accounts for its operating expenses using two categories; the administrative department and the 

fire department operations department. The combined costs of operating the District, without regard to 

personnel, capital, or debt service items has shown moderate growth during the five-year period. The 

following figure shows the relationship between the two categories.  

Figure 26: Smith County ESD 2 Administrative and Fire Department Operating Costs, FY 13/14ςFY 17/18 

 

Service Area Variances 

In addition to the funding provided to District departments, SC-ESD 2 has also compensated departments 

outside the DistrictɂVan, Mineola, and Gladewater VFDɂthat provide services to District areas that are not 

readily accessible to thÅ $ÉÓÔÒÉÃÔȭÓ contract service providers. Overall, the cost of these services has totaled 

$45,000 per year over the past several years. With the opening of Winona Station 3 in 2017, the District 

discontinued payments to Gladewater VFD. 

The City of Whitehouse elected to create its own fire department and to not participate in the DistrictȭÓ 

service delivery plans except for structure fire type incidents. The District re-formed the Whitehouse VFD to 

provide services to areas outside the city limits of Whitehouse. The Whitehouse VFD Station is located south 

of the City of Whitehouse, so responding units must pass through the city when providing services to areas 

north of the city. This has created a service delivery issue in those areas due to extended travel times and 

distance. 

The District has been prudent in the use of debt to fund capital expenditures and is anticipated to be debt 

free based on information contained in the draft of the FY17/18 audit report. As examples, the District has: 

 Acquired land and completed construction of some new facilities as well as renovated others; 

 Completed the construction of a station building in Chapel Hill through a joint effort and defined by 

Interlocal Agreement; 

 Planned for the replacement of Flint-Gresham Station 1 and Arp Station 1; and 

 Developed an apparatus replacement schedule with the intent to sustain a safe, modern, and cost-

efficient fleet of emergency apparatus, other vehicles, and support equipment. 
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Net Operating Cash Flow (Deficit) 

A critical aspect of the success of any entity, public or private, is the ability to provide for the recurring 

expenses with a reliable recurring income stream. A positive operating cash flow allows an entity to better 

plan for future service delivery enhancements. The following figure shows the comparison of recurring 

revenues versus recurring expenses. 

Figure 27: Smith County ESD 2 Comparison of Recurring Revenue to Recurring Expense, FY 13/14ςFY 17/18 

Description 
Actual 

FY 13/14 FY 14/15 FY 15/16 FY 16/17 FY 17/18 

Recurring income $4,604,412 $4,788,157 $4,958,506 $5,098,278 $5,355,494 

Recurring expense 2,953,076 3,145,595 3,180,267 3,402,488 3,708,579 

Operating cash flow $1,651,336 $1,642,562 $1,778,239 $1,695,790 $1,646,915 

Similarly, an entity, but more importantly, a public agency must maintain a cash reserve. The DistrictȭÓ Board 

of Commissioners instituted such a fund, termed a stabilization fund, by resolution. The amount was initially 

set at $500,000 in 2013 and increased to $968,513 in 2014. The reserve is split between a $500,000 Budget 

Reserve for emergencies and a $468,513 Budget Reserve for income shortfall, respectively.  

Best practices identified by the State Association of Emergency Services Districts (SAFE-D) recommends 

ÔÈÁÔ Á ÄÉÓÔÒÉÃÔ ȰÂudget for a contingency or reserve fund.ȱ 4ÈÅ 3!&%-D handbook further recommends that a 

ÄÉÓÔÒÉÃÔ ÍÁÉÎÔÁÉÎ Á ÒÅÓÅÒÖÅ ÏÆ ȰΧΦ ÐÅÒÃÅÎÔ ÏÆ ÉÔÓ ÁÎÎÕÁÌ ÂÕÄÇÅÔȟ ÁÌÔÈÏÕÇÈ ÍÏÓÔ ÁÕÄÉÔÏÒÓ ×ÉÌÌ ÒÅÃÏÍÍÅÎÄȟ ÁÎÄ 

lenders will desire a reserve of 3ɀ6 months of operating expense.ȱ #ÕÒÒÅÎÔ Board policy exceeds the SAFE-D 

10 percent recommendation. The following figure compares total receipts to total expenditures and the 

increase or decrease in the total fund balance. 

Figure 28: Smith County ESD 2 Actual Annual Cash Flows and Fund Balance Analysis, FY 13/14ςFY 17/18 

Description 
Actual 

FY 13/14 FY 14/15 FY 15/16 FY 16/17 FY 17/18 

Total receipts 4,633,611 4,926,679 5,046,031 5,241,066 6,736,625 

Total expenditures 3,992,258 5,229,227 5,205,726 5,616,635 6,953,756 

Net cash flow (deficit) 641,353 (302,548) (159,695) (375,569) (217,131) 

Beginning cash balance 2,529,126 3,170,479 2,867,931 2,708,236 2,332,667 

Ending cash balance 3,170,479 2,867,931 2,708,236 2,332,667 2,115,536 

Emergency reserves 500,000 500,000 500,000 500,000 500,000 

Income shortfall reserve 468,513 468,513 468,513 468,513 468,513 

Excess reserves $2,201,966 $1,899,418 $1,739,723 $1,364,154 $1,147,023 

Fund balance (decrease) 25.4% (9.5%) (5.6%) (13.8%) (9.3%) 
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Figure 29: Smith County ESD 2 Fund Balance and Reserve Policy, FY 13/14ςFY 17/18 

 

As indicated in the previous figure, total cash reserves have declined from $3,170,479 at the end of FY 13/14 

to $2,115,536, or 33.3 percent, at the end of FY 17/18. That said, the reserve balance at the end of FY 17/18 is 

still extremely healthy given the FY 18/19 annual budget of $5,707,007. The District is cautioned to monitor 

the rate of drawing down excess cash reserves in consideration of future capital and staffing plans. 
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Recommendations: 

ESCI recommends that the District: 

¶ Accumulate all costs related to personnel in one section of its financial reporting 

system including sections for administrative salaries, fire department operations 

salaries, part-time paid costs, volunteer stipends, overtime charges, and benefits. 

PersoÎÎÅÌ ÒÅÌÁÔÅÄ ÅØÐÅÎÄÉÔÕÒÅÓ ×ÉÌÌ ÂÅÃÏÍÅ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ ÍÏÓÔ ÓÉÇÎÉÆÉÃÁÎÔ 

expenditure and the ability to better evaluate and analyze those costs is important 

to making informed decisions regarding future expansion of the service delivery 

system. Employee benefÉÔÓ ÓÈÏÕÌÄ ÉÎÃÌÕÄÅ ×ÏÒËÅÒÓȭ ÃÏÍÐÅÎÓÁÔÉÏÎ ÉÎÓÕÒÁÎÃÅ ÃÏÓÔÓȟ 

payroll taxes (FICA/Medicare), retirement cost sharing, health, dental and life 

insurance costs. 

¶ Continue to explore and pursue consolidation of all administrative activities into the 

DistricÔȭs responsibilities to eliminate as much replication and duplication of efforts 

as possible. 

¶ Formalize a funding strategy for the apparatus replacement program. 

¶ Formalize a funding strategy for the construction of new fire stations and the 

renovation/expansion of existing facilities.  

¶ Monitor cash flow and the draw-down rate for excess cash reserves in consideration 

of future capital and staffing plans. 
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Financial Projections 

The District has experienced a steady but moderate escalation in its property values during the previous four 

years. For projection purposes, property values are anticipated to grow at four percent annually. The 

following figure utilizes the certified taxable values and the tax rate of $0.084648 per one hundred dollars of 

valuation for the FY 18/19 adopted budget as the starting point for five years of revenue projections. 

Figure 30: Smith County ESD 2 Projected Property Tax Revenue, Adopted Budget FY 18/19ςFY 23/24 

Description 

Adopted Projected 

FY 18/19 
Budget 

FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 

Property tax 

Valuation 6,496,100,091 6,755,944,095 7,026,181,858 7,307,229,133 7,599,518,298 7,903,499,030 

Tax Rate per $100 $0.084648 $0.084648 $0.084648 $0.084648 $0.084648 $0.084648 

Property taxes assessed 5,498,819 5,718,772 5,947,522 6,185,423 6,432,840 6,690,154 

Property taxes collected 

Collection rate 97.00% 97.00% 97.00% 97.00% 97.00% 97.00% 

Current tax year  5,333,854 5,547,208 5,769,097 5,999,861 6,239,855 6,489,449 

Prior tax years, penalties 
& interest 

100,000 125,000 125,000 125,000 125,000 125,000 

Total property taxes  $5,433,854 $5,672,208 $5,894,097 $6,124,861 $6,364,855 $6,614,449 

The District anticipates that it will continue to provide emergency services to portions of Cherokee County 

that lie outside of the boundaries of Smith County ESD 2. Similarly, the District will continue to provide other 

services for fees. The following figure combines projected property tax revenues with service billings to arrive 

at projected recurring revenues. 

Figure 31: Smith County ESD 2 Projected Recurring Revenues, Adopted Budget, FY 18/19ςFY 23/24 

Description 

Adopted Projected 

FY 18/19 
Budget 

FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 

Total property taxes  5,433,854 5,672,208 5,894,097 6,124,861 6,364,855 6,614,449 

Cherokee Co funds 44,616 44,616 44,616 44,616 44,616 44,616 

Service billings 11,000 11,000 11,000 11,000 11,000 11,000 

Recurring revenue $5,489,470 $5,727,824 $5,949,713 $6,180,477 $6,420,471 $6,670,065 

Nonrecurring revenue, a source typically difficult to predict, is projected at $50,000 for other receipts and an 

additional $6,000 per year for interest income on invested funds. The large anomaly in FY 18/19 results from 

loans obtained to construct two fire stations. 
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 Figure 32: Smith County ESD 2 Projected Recurring vs Non-Recurring Revenues,  
Adopted FY 18/19ςFY 23/24 

 

Projected expenditures are based on data presented in the Staffing and the Capital Assets and Capital 

Improvement Programs sections. Annual expenditures are expected to increase as planned additional full-

time firefighter positions are hired. As an example, the District has completed the implementation of a plan 

(announced in March 2019) to add two, 24-hour shift career firefighter positions at Red Springs VFD Station 

2. This will have the effect of modifying the current adopted FY 18/19 budget.  

In August 2020, following the scheduled completion of station construction and remodel projects, two 

additional stations will be increased to 24-hour full-time staffing with two firefighters each, and one 

additional station will be staffed on a 9-hour per day basis. This schedule is subject to change based on need 

and availability of funding. 

Operating expenses for supplies and services, using the adopted FY 18/19 budget as a starting point, are 

projected to increase at three percent a year during the five-year projection period.  

Capital expenditures for the construction of Arp Station 1 and Flint-Gresham Station 1, both slated for 

completion in August 2020, are estimated at $2,000,000 for each station. These costs are projected to be 

divided between FY 18/19 and FY 19/20 in an amount of $1,500,000 and $2,250,000 respectively. Debt service 

on the loans for the fire stations is calculated using one annual payment with an interest rate of 3.75 percent 

or $487,045 each year. Similarly, the District has developed and is in the process of executing an apparatus 

replacement schedule. The DistrictȭÓ ÖÁÒÉÏÕÓ ÖÏÌÕÎÔÅÅÒ ÆÉÒÅ ÄÅÐÁÒÔÍÅÎÔÓ ÁÒÅ ÓÔÉÌÌ ÏÐÅÒÁÔÉÎÇ ÆÒÏÎÔ-line 

apparatus that are perceived to have exceeded their operating life expectancy. For projection purposes, it is 

anticipated that an engine will be replaced in each of the first, second, fourth, and fifth years and a ladder 

truck will be replaced in the third year of the projection period. 
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The following figure shows projected expenditures for the revised FY 18/19 budget through FY 23/24.  

Figure 33: Smith County ESD 2 Projected Expenditures, Modified Budget, FY 18/19ςFY 23/24 

Expenditures 

Revised  Projected 

FY 18/19 
Budget 

FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 

Salaries/wages 1,983,058 2,147,025 2,268,736 2,336,798 2,406,902 2,479,109 

Benefits 285,000 338,658 366,620 380,119 394,148 408,728 

Total salaries and wages 2,268,058 2,485,683 2,635,356 2,716,917 2,801,049 2,887,837 

Administrative expenses 968,550 997,607 1,027,535 1,058,361 1,090,112 1,122,815 

Operations expenses 1,147,700 1,182,131 1,217,595 1,254,123 1,291,746 1,330,499 

Contingency 40,000 - - - - - 

Total recurring expenses 4,424,308 4,665,421 4,880,486 5,029,400 5,182,907 5,341,151 

Principal 1,105,500 337,045 349,684 362,798 376,403 390,518 

Interest 20,000 150,000 137,361 124,247 110,642 96,527 

Debt service 1,125,500 487,045 487,045 487,045 487,045 487,045 

Land - - - - - - 

Buildings  1,500,000 2,500,000 - - - - 

Apparatus - 500,000 500,000 1,500,000 500,000 500,000 

Other equipment 203,000 - - - - - 

Total Capital 1,703,000 3,000,000 500,000 1,500,000 500,000 500,000 

Total non-recurring expenditures 2,828,500 3,487,045 987,045 1,987,045 987,045 987,045 

Total expenditures 7,252,808 8,152,466 5,867,531 7,016,445 6,169,952 6,328,196 

Understanding the net cash flow available from the operations of the district is critical to developing plans 

for the future service delivery system of the District.  

Figure 34: Smith County ESD 2 Projected Cash Flow from Operations Budget, FY 18/19ςFY 23/24 

Description 
Revised  Projected 

FY 18/19 Budget FY 19/20 FY 20/21 FY 21/ 22 FY 22/23 FY 23/24 

Recurring revenues 5,489,470 5,727,824 5,949,713 6,180,477 6,420,471 6,670,065 

Non-recurring revenues 4,218,000 56,000 56,000 56,000 56,000 56,000 

Total revenues 9,707,470 5,783,824 6,005,713 6,236,477 6,476,471 6,726,065 

Recurring expenditures 4,424,308 4,665,421 4,880,486 5,029,400 5,182,907 5,341,151 

Non-recurring expenditures 2,828,500 3,487,045 987,045 1,987,045 987,045 987,045 

Total expenditures 7,252,808 8,152,466 5,867,531 7,016,445 6,169,952 6,328,196 

Increase (Decrease) in Cash 2,454,662 (2,368,642) 137,642 (779,968) 306,519 397,869 

Beginning Cash 2,115,536 4,570,198 2,201,556 2,339,198 1,559,230 1,865,749 

Ending Cash 4,570,198 2,201,556 2,339,198 1,559,230 1,865,749 2,263,618 

As indicated in Figure 34, cash flow from operations utilizing the stated assumptions remains positive with 

the exception of the second year in which the two stations are completed (FY 19/20). The cash balance 

remains above the desired budget reserves of $968,513 in each of the years through FY 23/24.  
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MANAGEMENT COMPONENTS  

Effective department management is a complicated and increasing challenge for service leaders. With 

increasing compleØÉÔÙ ÃÏÍÅÓ ÉÎÃÒÅÁÓÅÄ ÃÏÓÔȢ 4ÏÄÁÙȭÓ ÄÅÐÁÒÔÍÅÎÔ ÍÕÓÔ ÁÄÄÒÅÓÓ ÍÁÎÁÇÅÍÅÎÔ ÃÏÍÐÌÅØÉÔÉÅÓ 

that include an effective organizational structure, setting and measuring levels of service, staying abreast of 

new technologies and methods, evaluation and maintenance of a qualified workforce, staff development for 

effective succession, and financial sustainability for the future.  

Mission, Vision, Strategic Planning, Goals and Objectives 
SC-ESD 2 established statements of its organizational mission, vision, and core values. Doing so establishes 

the foundation upon which the organization provides services to its community.  

SC-ESD 2ȭÓ -ÉÓÓÉÏÎ 3ÔÁÔÅÍÅÎÔ ÉÓȡ 

The Mission of SC-ESD 2 is to be the leading emergency service district by  

meeting the needs of our community in fire prevention, fire suppression, rescue operations, 

and emergency medical response in the most effective manner possible. 

SC-ESD 2ȭÓ 6ÉÓÉÏÎ 3ÔÁÔÅÍÅÎÔ ÉÓȡ 

The Vision of SC-ESD 2 is to utilize and improve the skills and dedication of  

our staff and volunteers and to constantly improve operations and services  

for the citizens of Smith County. 

Establishing values and associated statements embraced by all members of an organization is extremely 

important. They recognize those features and considerations that make up the personality of the 

organization. 

SC-ESD 2ȭÓ /ÒÇÁÎÉÚÁÔÉÏÎÁÌ 6ÁÌÕÅÓ ÁÒÅȡ 

 Provide a safe, healthful, and environmentally responsible emergency response system. 

 Promote teamwork and support staff with adequate resources to attain superior performance. 

 Meet and/or exceed local, state, and federal emergency service agency standards. 

 Use a progressive operational model to facilitate superior service levels and administrative controls 
within available resources. 

 Actively recruit the best-qualified persons without regard to race, color, or creed. 

 Provide proactive and open communications within the organization, the community, and related 
organizations. 
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Foundational Management Components 
To be effective, the management of a department needs to be based on a number of components. SC-ESD 

2 has a mission and vision statement. The mission and vision statements are displayed on the Districtȭs 

website (http://smithcountyfire.org/Mission.aspx) and have been communicated to the members of the 

department. ESCI notes that the statements need to be reviewed by the whole department to evaluate if the 

ÍÉÓÓÉÏÎȟ ÖÉÓÉÏÎȟ ÁÎÄ ÅÓÔÁÂÌÉÓÈÅÄ ÖÁÌÕÅÓ ÍÅÅÔ ÔÏÄÁÙȭÓ ÅÍÅÒÇÅÎÃÙ ÓÅÒÖÉÃÅÓ ÎÅÅÄÓ ÁÎÄȾÏÒ ÉÆ ÔÈÅy address the 

needs for the future.  

From these fundamental elements, SC-ESD 2 should consider evaluating the environment it operates within, 

and establish a series of strategic initiatives, goals, and objectives. These elements combine to form a 

strategic plan. 

A strategic plan typically has the following elements: 

 Internal and external environmental scan (SWOT analysis). 

 Mission, Vision, and Values (or Guiding Principles). 

 Initiatives, goals, and subordinate objectives within performance metrics or outcome statements. 

 Timelines assigned to each objective. 

 The manager assigned to each initiative. 

 Responsible persons assigned to coordinate the achievement of each objective. 

The strategic plan establishes timelines for the goals and objectives to be accomplished and assigns them to 

appropriate personnel to complete. In compiling a strategic plan, the goals and objectives are aligned as 

prioritized workflow, timelines ensure that they stay on track, and the personnel assigned to achieve them 

are accountable for keeping the work product moving forward. The work is consistent with the mission, 

propels the agency toward its vision, and the values reinforce how personnel treats each other (culture) in 

the process of achieving the strategic plan. 

SC-ESD 2 currently does not have any agency goals or objectives that have been established, nor a code of 

ethics/code of conduct policy. SC-ESD 2 should conduct a full-fledged strategic plan for three-to-five years, 

depending upon the scope of the work involved, and should be approved and adopted by the District 

Commissioners, which then sanctions the work to be performed in implementing the plan. All non-

emergency work that does not align with the strategic plan should be evaluated for its importance since work 

not reflected in the strategic plan robs energy away from accomplishing the strategic plan. 

A capital facilities plan should be a 10-year plan in which it is periodically reviewed and has specific projects 

identified in it. Currently, there is no funding set-aside for a facilities plan. Additionally, SC-ESD 2 has an 

apparatus/equipment plan. The apparatus/equipment plan is an as-needed plan but averages two 

replacement apparatus per year. 

http://smithcountyfire.org/Mission.aspx
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Regulatory, Policy, and Guidance Documents 
Consistent with other fire and EMS services nationally and even globally, SC-ESD 2 functions in a paramilitary 

manner. This is to ensure that when personnel are engaged in rapidly changing circumstances in an 

emergency situation, clear and concise direction from a central authority (Incident Commander) is followed 

without delay. Cultural norms tend to relax the formality of this structure during routine operations but is 

nonetheless followed. The paramilitary structure must be supported by standardized sets of rules, 

regulations, and policies that guide appropriate behavior and accountability. These guiding documents are 

vital for success in all phases of the fire department operation at all levels. 

SC-ESD 2 has a complete set of regulatory documents, both guidance and directive in nature. Training is 

conducted on SC-ESD 2 policies. The regulatory documents are regularly updated by SC-ESD 2 staff. The 

SOGs are utilized in training evolutions. The regulatory documents are internally reviewed for consistency 

and for legal mandates. 

All of these documents should be reviewed and revised as appropriate on a planned cycle. ESCI recommends 

that one-third of the documents be reviewed each year so that the complete set is reviewed and revised every 

three years.  

Internal Assessment of Critical Issues 
Public safety agencies routinely face a complex array of new critical issues and emerging challenges. Some 

public safety leaders unwisely choose to face these issues and challenges alone and forego the benefits of 

involving numerous talented and capable members of the organization at all levels. The fire chiefs of the 11 

departments and the SC-ESD 2 Fire Chief have reached a consensus of the following critical issues facing the 

organization. 

Figure 35: Critical Issues as Identified by the Fire Chiefs 

Critical Issue Description 

First Station Staffing 

Second Cherokee County Response 

Third Training 

Fourth Infrastructure 

The items in the previous figure require engaging with SC-%3$ ΨȭÓ leadership and the District Commissioners, 

to develop strategies to address root causes and potential solutions. Doing so will improve service to the 

community and it will likely result in an improved Public Protection Classification (PPC), lowering some 

annual fire insurance premiums within the District. 
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Internal and External Communications Processes 
SC-ESD 2 should consider spending additional time and effort into its internal communications. As an 

example, staff meetings are held sporadically, and no written minutes have been taken during staff meetings. 

Written memorandums are utilized to get information out to personnel via email. All members have email 

access and email addresses. SC-ESD 2 does not have a member newsletter, but member forums (all-hands 

meetings) are done quarterly county-wide and through ChÉÅÆÓȭ ÍÅÅÔÉÎÇs. The Fire Chief and his staff 

subscribe to an open-door policy and there is a vertical communication path clearly identified (chain of 

command). 

External communication with the community is primarily through the $ÉÓÔÒÉÃÔȭÓ website and advisory 

committees. No community newsletter is issued to District citizens. SC-ESD 2 has a formal complaint process 

in place but does not issue community surveys. 

Record Keeping and Documentation 
In any organization, documentation of activities is of paramount concern. Sound management decisions 

cannot be assured without the collection and analysis of meaningful data, which is gathered in records 

routinely.  

SC-ESD 2 has implemented sound processes for documentation control. Public records access is provided for 

by department policy. Hard copy records are secured by lock and key in fire safes/Access Control. All 

computer files are backed up daily on- and off-site. Electronic files are secured by passwords (as per District 

IT Administrative Standard) which are assigned to users with rights to appropriate documents. The software 

utilized for documenting fires is ResponseMaster 1.0.  

SC-ESD 2 provides monthly financial, managerial and operational reports to elected officials. No annual 

reports are produced or distributed. All testing records are in place for incident and exposure records. 

Maintenance records of self-contained breathing apparatus (SCBA), ladders, breathing air from the cascade 

system, and gas monitors (as needed) are kept by third-party contractors. Hose and pump testing are 

performed internally on an annual basis. Vehicle maintenance records are retained in the documentation 

system (ResponseMaster 1.0). 

Security 
Facilities, equipment, and records are all important elements to a fire and emergency services agency. A 

significant investment of public dollars was made to provide for the services SC-ESD 2 provides to the 

community. Thus, it is critical that proper precautions are taken to protect those investments and those 

records from loss, whether intentional or otherwise.  

SC-ESD 2ȭs buildings/facilities and offices are secured by Access Control Systems. SC-ESD 2ȭÓ ÃÏÍÐÕÔÅÒÓ ÁÒÅ 

secured inside buildings or vehicles where personnel must have keys or access control cards/fobs to unlock 

doors and then have a valid username and password to gain access. Emergency response vehicles are located 

within a secured facility (station) until responding to alarms. 
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Recommendations: 

¶ Review mission, vision, and value statements to shorten them and ensure that they 

are meeting the needs for today and the future. 

¶ Review one-third of the SOGs/Rules and Regulations document(s) each year so that 

the complete set is reviewed and revised every three years or less. 

¶ Conduct monthly staff meetings. 

¶ Take minutes for the senior and/or staff meetings. 

¶ Develop member newsletters to ensure that communication is distributed 

throughout the organization. 

¶ (ÏÌÄ #ÏÍÐÁÎÙ /ÆÆÉÃÅÒȭÓ ÍÅÅÔÉÎÇÓ ÁÎÄ ÔÁËÅ ÍÅÅÔÉÎÇ ÍÉÎÕÔÅÓȢ 

¶ Consider implementing closed circuit television to reach outlying stations (Fire 

ChieÆȭÓ ÍÏÎÔÈÌÙ ÁÄÄÒÅÓÓ ÔÏ ÐÅÒÓÏÎÎÅÌȟ ÏÔÈÅÒ ÒÅÍÏÔÅ ÍÅÅÔÉÎÇÓɊȢ 
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PLANNING FOR FIRE PROTECTION AND EMERGENCY MEDICAL SERVICES  

Current Planning Processes 
Emergency services exist in a rapidly changing environment. Along with improved tools and technologies 

used to provide service, there is the increased regulation of activities, new risks to protect, and the other 

challenges that can quickly catch the unwary off guard. Only through continuous internal and external 

environmental scanning, awareness, and periodic course corrections can an organization stay on the leading 

edge. 

To do a better job with available resources, the organization must focus on improving services while 

identifying programs or activities that may no longer serve its changing needs. Through appropriate 

planning, a fire department can establish a vision for the future, create a framework within which decisions 

are made, and chart its course to the future. The quality and accuracy of the planning function determine the 

success of the organization. 

The planning process within the SC-%3$ Ψ ÈÁÓ ÓÁÔÉÓÆÉÅÄ ÔÈÅ $ÉÓÔÒÉÃÔȭÓ ÎÅÅÄÓ ÔÏ ÄÁÔÅȢ 7ÈÉÌÅ ÔÈÅ ÃÏÍÍÕÎÉÔÙ has 

grown and developed, the fire department was consistently able to provide the level of service desired by the 

community. SC-ESD 2 is now facing several challenges related to the delivery of fire service within the 

community that will require the planning efforts of the District to be more formally integrated within the 

community it serves. Discussions with the District leadership reveal that all have the same unanswered 

questions: Where does SC-%3$ ΨȭÓ ÃÕÒÒÅÎÔ ÓÅÒÖÉÃÅ ÄÅÌÉÖÅÒÙ ÓÔÁÎÄ ÉÎ ÒÅÌÁÔÉÏÎ ÔÏ ÔÈÅ needs of the community; 

what should the fire department look like in 5 to 10 years; and ÈÏ× ÄÏ Ȱ×Åȱ ÇÅÔ ÆÒÏÍ ÈÅÒÅ ÔÏ ÔÈÅÒÅȩ 

To be truly effective, an emergency services system must consider planning for the future on five distinct 

levels: 

Figure 36: Planning for the Future 

Planning Level Description 

Tactical Planning The development of strategies for potential emergency incidents. 

Operational Planning 

The organization of day-to-day activities, as primarily outlined by 

the ÄÅÐÁÒÔÍÅÎÔȭÓ ÓÔÁÎÄÁÒÄ ÏÐÅÒÁÔÉÎÇ ÇÕÉÄÅÌÉÎÅÓ ÁÎÄ ÐÒÏÃÅÄÕÒÅÓȢ 

This includes the integration of the agency into other local, regional, 

or national response networks. 

Master Planning 
Preparation for the long-term effectiveness of the agency as the 

operating environment changes over time. 

Strategic Planning 

The process of identifying ÁÎ ÏÒÇÁÎÉÚÁÔÉÏÎȭÓ mission, vision, and 

values and prioritizing goals and objectives for things that need to be 

accomplished in the near future. 

Community Risk Planning 

The process of identifying potential critical risks and threats facing 

the community with the intent to mitigate their impacts and 

positively impacting recovery. 
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SC-ESD 2 performs some fundamental, short-term planning in the form of the annual budget development 

process, which is used to define the activities and priorities identified for the upcoming year. However, 

establishing a long-term planning perspective for the District is important as well. Without a plan, it is 

impossible for an organization to know when it is reaching milestones or providing exceptional services.  

The District has not established a formalized and adopted planning process, and historical planning has been 

limited to some basic strategic planning efforts, pre-incident planning, and annual work plan development. 

Commendably, recent initiatives have been implemented to address planning needs including this master 

planning process as well as a strategic plan. 

Tactical Planning 
.ÏÒÍÁÌÌÙȟ Á ÆÉÒÅÆÉÇÈÔÅÒȭÓ ÆÉÒÓÔ ÖÉÓÉÔ ÔÏ Á ÂÕÉÌÄÉÎg typically occurs when the building is involved in a fire or other 

emergency. This is also the point in time where the internal environment is at its worst. Contrary to movie 

portrayals of the inside of a building on fire, visibility is at or near zero due to smoke. A lack of familiarity with 

a building can easily lead a firefighter to become disoriented or injured by an unfamiliar internal layout, or by 

equipment or other hazards that might be encountered. 

It is critically important that firefighters and command staff have comprehensive, accurate information 

readily at hand to identify hazards, direct operations, and use built-in fire-resistive features. This can only be 

accomplished by building familiarization tours, developing pre-fire plans, and conducting exercises either on-

site or by tabletop simulation. 

Within the District, fire inspections are conducted by the 3ÍÉÔÈ #ÏÕÎÔÙ &ÉÒÅ -ÁÒÓÈÁÌȭÓ /ÆÆÉÃÅ ÆÏÒ the purpose 

of fire code enforcement, but there is no formal program to routinely share that information with the District. 

That said, the District and its fire departments conduct some pre-planning visits, however, the pre-incident 

plans that have been ÃÏÍÐÌÅÔÅÄ ÁÒÅ ÄÅÓÃÒÉÂÅÄ ÁÓ ȰÌÉÍÉÔÅÄȢȱ  

As an example, there are no specific hazard plans or hazardous materials planning. Since SC-ESD 2 responds 

to all hazardous materials incidents within the District and provides operations level response, and Smith 

County contracts with Tyler Fire Department for hazardous materials services at the Technician level with 

assistance from SC-ESD 2 as needed, the District is encouraged to (1) develop and maintain effective pre-

incident, pre-fire, and special hazard plans, and to (2) incorporate the plans routinely into dispatch 

communications. Further developing and maintaining the program should be considered a priority for SC-

%3$ ΨȢ ! ÄÅÆÉÎÅÄ ÌÉÓÔ ÏÆ ȰÔÁÒÇÅt ÈÁÚÁÒÄÓȱ ÓÈÏÕÌÄ ÂÅ ÄÅÖÅÌÏÐÅÄ and aggressive effort taken to ensure response 

crews have ready access to the plans. Target hazards are defined by: 

 Buildings with large potential occupant loads. 

 Buildings with populations who are partially or completely non-ambulatory. 

 Buildings of large size (greater than 12,000 square feet). 

 Buildings that contain or process hazards (hazardous materials or equipment). 
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Pre-incident plans should be easy to use, quick reference tools for company officers and command staff. At 

a minimum, a pre-incident should include information such as: 

 Building construction 

 Occupant characteristics 

 Incorporated fire protection systems 

 Capabilities of public or industrial responding personnel 

 Water supply 

 Exposure factors 

 Facility layouts 

NFPA 1620 provides excellent information on the development and use of pre-incident plans and should be 

used as a reference. Once pre-incident plans are established and/or updated, training should be provided to 

all personnel who may respond to an incident at those locations. In addition, copies of pre-incident plans, 

blueprints, and drawings should be available on each response vehicle (MDT, 3-ring binder, etc.) and 

incorporated into dispatch procedures. 

Operational Planning  
Operational planning includes the establishment of minimum staffing policies, standardized response 

protocols, regional incident command planning, mutual aid, automatic aid planning (locally and regionally), 

resource identification and planning, and disaster planning. 

Within an agency, operational plans should be in a place that assures that adequate volumes of the 

appropriate types of resources are deployed to an emergency. Doing so involves: 

 Identification of potential risk types. 

 Determination of resources needed to mitigate an incident affecting the particular risk type. 

 A methodology of assuring that adequate resources are dispatched to an incident via 911 center 

protocols. 

,ÏÏËÉÎÇ ÏÕÔÓÉÄÅ ÏÆ ÔÈÅ ÁÇÅÎÃÙȭÓ Ï×Î ÒÅÓÏÕÒÃÅÓȟ ÏÐÅÒÁÔÉÏÎÁÌ ÐÌÁÎÓ ÎÅÅÄ ÔÏ ÁÄÄÒÅÓÓ ÔÈÅ ÔÉÍÅÌÙ ÉÍÐÌÅÍÅÎÔÁÔÉÏÎ 

of mutual and automatic aid. To do so, the identified risk exposures and resources needs are incorporated 

into mutual aid agreements. Further, of significant importance, automatic activation of mutual aid 

deployment is seamlessly incorporated into the 911 centerȭÓ #ÏÍÐÕÔÅÒ !ÉÄÅÄ $ÉÓÐÁÔÃÈ ɉ#AD) systems. The 

current system that SC-%3$ Ψ ÕÓÅÓ ÉÓ Á ȰÂÏØ ÁÌÁÒÍȱ ÓÙÓÔÅÍȢ 
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Strategic Planning 
This Master Plan contains an extensive list of recommendations and advises for changes and new initiatives. 

This, the most effective way to prioritize and plan for the implementation of the Master Plan findings is using 

the strategic planning process. A strategic plan is a dynamic tool that, when kept current, can be used to 

assist in guiding an agency into the future. It provides not only a defined sense of purpose and direction but 

also a map to chart the course for the agency moving forward.  

A strategic plan involves a three- to five-year planning window and establishes prioritized goals and 

objectives for the organization. The planning approach is particularly important when a master plan has been 

completed. The reason is that a master plan identifies multiple recommendations and future strategies, 

which are then evaluated and prioritized within the strategic plan. 

Establishing a customer-oriented strategic plan accomplishes the following: 

 Development of a mission statement giving careful attention to the services currently provided and 

which logically can be provided in the future. 

 Development of a vision statement of the agency moving forward. 

 Establish the values of the members of the agency. 

 Identification of the strengths, weaknesses, opportunities, and challenges of the agency. 

 $ÅÔÅÒÍÉÎÁÔÉÏÎ ÏÆ ÔÈÅ ÃÏÍÍÕÎÉÔÙȭÓ ÓÅÒÖÉÃÅ ÐÒÉÏÒÉÔÉÅÓȢ 

 5ÎÄÅÒÓÔÁÎÄÉÎÇ ÔÈÅ ÃÏÍÍÕÎÉÔÙȭÓ ÅØÐÅÃÔÁÔÉÏÎÓ ÏÆ ÔÈe agency. 

 Establishment of realistic goals and objectives for the future. 

 Identifications of implementation tasks for each objective. 

 Definition of service outcomes in the form of measurable performance objectives and targets. 

SC-ESD 2 has committed to completing a Strategic Plan following completion of this Master Plan. District-

conducted customer surveys of citizens, businesses, and elected officials are expected to be included in the 

planning process. ESCI is positioned to assist with the process.  

Community Risk Planning 
Following the terrorist events of 9/11, all-hazards emergency management is now part of everyday life. 

Mindful community governments prepare themselves, other institutions, businesses, and the public to 

survive a disaster by mitigating hazards to eliminate or reduce risk. By developing and maintaining 

emergency action plans, and by exercising and updating the plans regularly, municipal governments/districts 

help limit (or manage) the consequences of a disaster. The common term for governmental disaster 

preparedness is emergency management. 
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The Superfund Amendment and Re-authorization Act, found in Title III of the Federal Code (SARA Title II), 

defines requirements for tracking of hazardous materials used in fixed facilities and establishes requirements 

for emergency response planning, including the establishment of one or more Local Emergency Planning 

Committee(s). The LEPC is charged with the responsibility to identify and collect information on the use of 

hazardous materials by private and public entities. Information collected includes the type of material, 

quantity, and the location at each site. Additionally, the LEPC is charged with ensuring local response plans 

are adequate based on potential risk. The District actively participates with the existing LEPC at the county 

level to ensure a well-planned, trained, and equipped response within the District to incidents involving 

hazardous materials.  

SARA Title III requires industries that use over the threshold limit of certain highly hazardous materials 

(extremely hazardous substance facilities, or EHS facilities) must develop comprehensive emergency plans 

for their facility. The act requires that local fire departments coordinate with the involved industry to ensure 

a quality response to the emergency. 

As part of the DÉÓÔÒÉÃÔȭÓ disaster response capabilities, SC-ESD 2 has procured, trained with, and deployed a 

mobile command center, mobile maintenance trailer, and mobile radio antenna/repeater system capable of 

establishing interoperable communications if the primary system fails. These capabilities were used with 

Hurricane Harvey, recent tornadoes, and other large-scale events.  

Long Range Master Planning 
ESCI has been contracted to complete this Master Plan and Strategic Plan for Smith County Emergency 

Services District No. 2. Upon speaking with command staff at the site visit, ESCI was advised that SC-ESD 2 

has a capital improvement plan for facilities and apparatus and a financial plan that are updated regularly, 

but emergency plans, including county plans to which the District is a signatory, expire in FY 2020.  

 

Recommendations: 

¶ Establish and train on pre-fire plans and target hazard location lists with Fire 

Inspectors and fire crews. 

¶ Establish automatic aid agreements with surrounding communities or follow State 

of Texas 12-hour mutual aid. 

¶ Utilize community involvement with surveys and/or community meetings. 

¶ Ensure that SC-ESD 2 or City of Tyler Fire Department belongs to LEPC to ensure 

that hazardous materials sites are monitored and/or reported. 

¶ Establish emergency management plans for the District and its departments: 

Continuity of Operations Plan (COOP), Comprehensive Emergency Management 

Plan (CEMP), All-Hazards Mitigation Plan (AHMP), Emergency Response Plan (ERP), 

Community Wildfire Protection Plan (CWPP), and weather-related annexes to the 

Basic Plan. 
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CAPITAL ASSETS AND CAPITAL IMPROVEMENT PROGRAMS 

Emergency response requires a balance of people, equipment, and facilities. The following section will focus 

on the two-primary capital assets, facilities and apparatus. The Agency Analysis and Equity Analysis provided 

by ESCI in 2017 evaluated all facilities in SC-ESD 2. This analysis will build on that report, identify changes 

over the past two years, and focus on the facilities that require attention in the foreseeable future.  

Facilities 
SC-ESD 2 is currently facing dynamic, fast-paced changes in response capabilities and staffing plans. These 

changes are required to meet the emerging needs of the District at the region transitions from predominantly 

rural, bedroom communities to urban pockets and the associated challenges related to these growth 

patterns.  

In 2012, SC-ESD 2 developed a 10-year plan for the remodel/replacement of stations and the purchase of 

apparatus. By 2018, four years ahead of schedule, SC-ESD 2 has accomplished many capital and facility goals, 

including the completion of Chapel Hill, Dixie, and Winona stations. Arp Station 1 and Flint-Gresham Station 

1 should be completed by August 2020. The current ESCI analysis shows a need to replace the administration 

facility and consider the future construction of a District training facility.  

Several SC-ESD 2 stations are in good to excellent condition and with some basic upgrades, including living 

quarters for volunteer and paid personnel, will serve the District well into the future. The most notable 

challenge identified in this process is the inconsistency throughout the District of station design, capacity, 

and capability. This is certainly expected with the coordination and harmonization of 11 independent fire 

departments. Stations in greatest need of extensive refurbishment or replacement are: 

 Arp Station 1 (new station scheduled for completion August 2020) 

 Flint-Gresham Station 1 (new station scheduled for completion August 2020) 

 Jackson Heights Station 1 (not scheduled, needs immediate replacement of driveway/apparatus pad) 

Figure 37: Jackson Heights Station 1 Driveway and Apparatus Pad 
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The resource staffing plan that has been utilized over the past five years has resulted in excellent progress at 

an ever-increasing pace. The primary consideration is the goal to provide two-person paid staffing, 

supplemented by active and certified volunteers, round-the-clock, in all 11 departments, contingent upon 

available funding. This process is an exciting and necessary progression for SC-ESD 2, but will require 

numerous facility upgrades to ensure safe, efficient, and code-compliant facilities. Stations that need living 

quarters in order to support round-the-clock staffing are: 

 Arp Station 1 

 Dixie Station 1 

 Flint-Gresham Station 2 

 Jackson Heights Station 1 

 Jackson Heights Station 2 

 Winona Station 1 

 Winona Station 2 

 Winona Station 3 

The following figure provides detailed summary information regarding each facility in the District. 

Figure 38: Current Facilities Summary 

Fire Department and Station Number Size Condition/Comments 

Arp VFD, Station 1 3,600 sf Very poor 

Arp VFD, Station 2 5,400 sf Good  

Arp VFD, Station 3 1,600 sf Good/Apparatus bays only, no power 

Bullard VFD, Station 1 6,500 sf Good Condition/24-hour capability 

Bullard VFD, Station 2 3,200 sf Good Condition/24-hour capability 

Chapel Hill VFD, Station 1 (2 buildings) 
6,600 sf 
4,000 sf 

Excellent, 24-hour capability 
Fair, apparatus bays and storage space 

Dixie VFD, Station 1 7,000 sf Good Condition recent remodel 

Dixie VFD, Station 2 5,000 sf Good Condition/24-hour capability 

Flint-Gresham VFD, Station 1 (new) 10,000 sf Under construction, Aug 2020 completion 

Flint-Gresham VFD, Station 1 5,000 sf Very poor 

Flint-Gresham VFD, Station 2 4,500 sf Fair condition/No living quarters 

Jackson Heights VFD, Station 1 5,500 sf Poor Condition/No living quarters 

Jackson Heights VFD, Station 2 3,000 sf Excellent Condition/No living quarters 

Noonday VFD, Station 1 10,000 sf Fair Condition/24-hour capable 

Red Springs VFD, Station 1 12,000 sf Good Condition/24-hour capable 

Red Springs VFD, Station 2 3,000 sf Good Condition/24-hour capable 

Troup VFD, Station 1 16,000 sf Excellent Condition/Living quarters 

Troup VFD, Station 2 2,500 sf Poor, Cherokee County 

Troup VFD, Station 3 2,500 sf Poor, apparatus bays only  

Whitehouse VFD, Station 1 8,000 sf Excellent Condition/Living quarters 

Winona VFD, Station 1 5,000 sf Fair Condition/No living quarters 

Winona VFD, Station 2 4,500 sf Fair Condition/No living quarters 

Winona VFD, Station 3 3,400 sf Excellent, no living quarters 

SC-ESD 2 Fleet Maintenance Facility 8,000 sf Good, with potential for expansion 

SC-ESD 2 Administration Building 2,500 sf Poor, leased facility 
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Apparatus and Other Vehicles 
SC-ESD 2 has demonstrated an excellent capacity for the planning and implementation of a program for 

capital assets. The 10-year capital plan developed in 2012 also included the replacement of apparatus. At the 

time, 18 apparatus were considered in need for replacement over the next 10 years. This includes engines, 

aerials, tankers (water tenders), rescue units, and brush trucks. SC-ESD 2 has already replaced six units, with 

the apparatus shown in the following figure left to replace. Note that current replacement plans do not 

include replacement of some units in order to streamline the number of apparatus in the District. 

Figure 39: Apparatus Inventory 

Department Type Year Condition Mileage Status 
Target 

Replacement Date 

Bullard Engine 8 1984 Fair 29,736 Frontline 2020 

Whitehouse Engine 2 1985 Fair 52,195 Reserve 
Remove from 
system 2020 

Dixie Engine 3 1987 Fair 23,669 Reserve 
Removed from 
system 2019 

Red Springs Tanker 5 1989 Fair 228,079 Frontline 2022 

Chapel Hill Brush 3 1991 Fair 110,365 Frontline 2021 

Troup Rescue 4 1994 Fair Not reported Frontline N/A 

Bullard Engine 2 1995 Fair 54,919 Frontline 2020 

Troup Engine 2 1999 Fair Not reported Frontline 
Not in SC-ESD 2 

system 

Flint-Gresham Ladder 2 2000 Fair 89,370 Frontline 2025 

Noonday Engine 2 2000 Fair Not reported Frontline 2024 

Troup Rescue 8 2003 Fair Not reported Frontline 
Not planning 
replacement 

Dixie Brush 4 2004 Fair Not reported Frontline 2023 

ESCI recommends that the District update its apparatus replacement plan in 2020 to include target 

replacement dates and source of funds. Implementation of this recommendation will ensure replacement 

plans are well-communicated, and will keep pace with department operational needs and financial resources. 

ESCI also recommends the replacement plan transition to a ten-year rolling plan with annual updates that 

includes both apparatus and other vehicles. Finally, ESCI recommends that the District include in the 

apparatus replacement plan an audit of equipment usage and need to determine if some apparatus should 

be moved to other locations or retired without replacement to reduce overall capital equipment cost.  
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NFPA 1901, 1911, and 1912 are applicable standards for the purchase, refurbishment, maintenance, and 

retirement of fire apparatus. ESCI supports Annex D of these standards as they relate to the evaluation, 

maintenance, upgrade, and replacement schedules for heavy fire apparatus (engines, tankers, and ladder 

trucks). Generally, the annex recommends a maximum of 15 years of frontline service, followed by a 

maximum of 10 years in reserve status, followed by removing the unit from service. However, usage and 

condition can have a significant effect on the resource role during its life expectancy. Thus, the following figure 

should be a useful guide for the District and will provide a simple, formulaic approach to apparatus 

replacement.6 

Figure 40: Apparatus Replacement Criteria 

Evaluat ion Components Points Assignment Criteria 

Age One point for every year of chronological age, based on in-service date. 

Miles/Hours One point for each 10,000 miles or 1,000 hours. 

Service 
1, 3, or 5 points are assigned based on type of service unit receives. The 
more severe the service, the higher the number of points. 

Condition 
1, 3, or 5 points are assigned based on body condition, rust, interior 
condition, accident history, anticipated major repairs or upgrades, and 
similar items. The lower the condit ion, the higher the number of points. 

Reliability 
1, 3, or 5 depending on the frequency that a vehicle is out of service for 
repair. The lower the reliability, the higher the number of points. 

Point Ranges Condition Rating Condition Description 

Under 18 points Condition I Excellent 

18 to 22 points Condition II Good 

23 to 27 points Condition III Consider Replacement 

28 points or higher Condition IV Immediate Replacement 

Small Tools and Equipment 
Additional capital equipment and facility upgrades will be required, especially in conjunction with the 

progression to round-the-clock staffing models. A plan for capital equipment such as SCBA, compressors, 

small equipment, rescue tools, and radios should be maintained separately, but linked to the facilities and 

apparatus plans to ensure equipment interoperability and connectivity with those plans.  



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

58 
 

STAFFING 

As described previously, SC-ESD 2 is a combination system comprised of District personnel, with both full-

time and part-time employees, and volunteers associated with one of 11, independent service providers. The 

District Fire Chief is the administrative head of the system and serves under the general supervision and 

direction of the SC-ESD 2 District Board of Commissioners. The District has 41 approved positionsɂseven 

administrative staff positions and 34 operations positions (24 full-time and 10 part-time). Part time positions 

are filled from a pool of 74 part-time employees. Each of the 11 service providers are volunteer fire 

departments with a Board of Directors, volunteer Chief, members, and independent rank structure. 

Collectively, the 11 departments of SC-ESD 2 have about 290 volunteers.  

Thus, SC-ESD 2 is a unique combination system. The following figure illustrates the command structure and 

the corresponding span of control. 

Figure 41: SC-ESD 2 Command Structure 

Leadership and Administrative Support 
Like any other part of a fire department, administration and support need the appropriate resources to 

function properly. Too large an emphasis on administrative staffing can have as much detrimental influence 

on the efficient functioning of an organization as too little. It is important to achieve an appropriate balance 

between the administration and support side of a department and its operational side. Without sufficient 

oversight, planning, documentation, training, and maintenance, the operational entities of a fire department 

will struggle to perform their duties well.  

Administration and support services require appropriate resources to function properly. Organizational 

success may depend upon it. ESCI believes a general target for administrative and support staff to line staff 

to be between 12ɀ15 percent, or one administrative position for every 6ɀ8 line positions. Currently, the 

District has a ratio of 17 percent, or one administrative position for every 5ɀ9 line positions. In this particular 

situation each support staff member is performing multiple duties and accomplishing required tasks in an 

efficient manner.  
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SC-ESD 2 administrative and support staffing is detailed in the next figure. 

Figure 42: Administrative and Support Staff 

Position Number 

Fire Chief 1 

Battalion Chief 2 

Fleet Mechanics 2 

Administrative Assistants 2 

Total 7 

Operations 
Two types of operations personnel serve the SC-ESD 2 communityɂpaid personnel employed by the District 

and volunteer members of each contract service provider. The District has 34 approved operations positions 

(24 full-time and 10 part-time). Part-time positions are filled from a pool of 74 part-time employees. 

Volunteers provide approximately 300 personnel to the system. Current staffing levels are: 

Figure 43: Operations Personnel by Rank 

Position Number 

Captain 2 

FirefighterɂCareer, Full-time 22 

FirefighterɂCareer, Part-time 10 

Volunteer Fire Chief 11 

FirefighterɂVolunteer 290 

Total 337 

Collectively, the 11 departments of SC-ESD 2 have about 290 volunteers. However, this number is somewhat 

misleading. Consider this: 

 Total number of people carried on rosters for all departments in SC-ESD 2 290 

 Total number of people that made less than one call per month for 2018 110 

 Total number of people that made at least 10% of calls for their department 94 

 Total number of people that made 10% of the calls for their department AND 54 

were certified by either SFFMA or the TCFP to make entry  
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Thus, only 18 percent of all volunteers on department rosters are certified by SFFMA or TCFP as structural 

firefighters and make more than 10 percent of all department calls. As stated earlier, this underscores the 

need for a combination system; that is, a system that includes both paid District personnel and department 

volunteers to ensure an adequate initial response with a sufficient number of personnel to perform critical 

tasks. This is the most critical issue facing the District at this time.  

The goal of the District is to provide round-the-clock staffing with two paid personnel and two volunteer 

personnel at each of the 11 departments. However, given the current available funding and lack of active 

volunteers, round-the-clock staffing is not possible at this time, and staffing is considered one of the primary 

challenges facing the District over the next five years. Current staffing levels are: 

Figure 44: Current Staffing Schedule 

Community Station Staffing Community Station Staffing 

Arp 1 MɀF 7aɀ4p Noonday 1 24/7 

Arp 2 MɀF 9aɀ6p Red Springs 1 MɀF 8aɀ5p 

Arp 3 Not Staffed Red Springs 2 24/7 

Bullard 1 MɀF 6aɀ3p Troup 1 MɀF 8aɀ5p 

Bullard 2 MɀF 8aɀ5p Troup 2 Not Staffed 

Chapel Hill 1 MɀF 8aɀ5p Whitehouse 1 MɀF 8aɀ5p 

Dixie 1 MɀF 7aɀ4p Winona 1 MɀF 6aɀ3p 

Dixie 2 MɀF 9aɀ6p Winona 2 Not Staffed 

Flint Gresham 1 MɀF 9aɀ6p Winona 3 MɀF 8aɀ5p 

Flint Gresham 2 Not Staffed 

 Jackson Heights 1 Not Staffed 

Jackson Heights 2 MɀF 8aɀ5p 

As shown, all departments have two-person paid staffing for at least 9 hours, Monday through Friday. 

Staggered shift times extend paid coverage to 11 hours Monday through Friday in Arp, Bullard, Dixie, and 

Winona.  

Five of the 21 stations (24 percent) are not staffed on a regular basis; emergency response from those stations 

is provided by volunteers only. Two stations (Noonday and Red Springs 2) are staffed round-the-clock, seven 

days a week. The remaining stations are staffed during the weekday; emergency response at all other times 

is provided by volunteers. 

As shown in the following figure, there are at least four operations personnel on duty around-the-clock, seven 

days a week. From 0700 to 1700, Monday through Friday, at least 10 operations personnel are on duty. During 

peak hours from 0900 to 1500, Monday through Friday, there are a total of 38 certified firefighters on dutyɂ32 

operations personnel and 6 admin personnel (1 Mechanic certified as Firefighter, 2 Captains, 2 Battalion Chiefs, 

and the Fire Chief).  
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Figure 45: Operational Staffing Levels, MondayςFriday, by Hour of Day  

 

As shown, there has been an increase in the number of operational staff on duty when compared to 2017. 

This is due to increasing need and availability of funding. These amount of operational staffing increases are 

shown in the following figure.  

Figure 46: Comparison of On-Duty Firefighter Staffing, 2017 to Current 

Time 2017 2018 % Change 

0000ς0600 2 4 100% 

0600ς0700 6 8 33% 

0700ς0800 12 12 0% 

0800ς0900 26 32 23% 

0900ς1500 34 38 12% 

1500ς1600 30 34 13% 

1600ς1700 24 30 25% 

1700ς1800 10 12 20% 

1800ς0000 2 4 100% 
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SERVICE DELIVERY AND PERFORMANCE 

For any service organization, one of the most important and visible elements to the public is the ability to 

deliver services in a timely fashion. The study of service delivery and performance allows a department to 

identify multiple facets of its organization, such as when and where incidents are most likely to occur, how 

often incidents will occur in a given location, and areas where resources are unable to reach that location 

within a given period of time. In this section, ESCI used data obtained from SC-ESD 2 to conduct an in-depth 

analysis of how multiple variables throughout the service delivery system affected its ability to deploy 

emergency resources and provide baseline performance metrics for the delivery of these services.  

The operational components of service delivery and performance have been analyzed by ESCI from multiple 

perspectives including service demand, distribution, resource concentration and reliability, and response 

performance. In order to provide the highest level of service to the citizens and visitors of Smith County, the 

sum of all these components must be effective and efficient. This is achieved with efficient notifications of 

incidents and rapid responses from effectively located facilities with appropriate typed apparatus staffed 

with an adequate number of properly trained personnel. This section will provide a current analysis of service 

delivery and response performance in the SC-ESD 2 service area. The Service Delivery and Performance 

section is broken into several subsections, each exploring a specific topic related to the delivery of emergency 

services. 

Data Sources 
During the initial phases of analysis, it was discovered that several time variables were missing from the 

dataset provided by SC-ESD 2. Specifically, times relating to call creation, unit travel, and unit arrival were 

not available. Their absence prevented ESCI from calculating call processing, turnout, and travel times. These 

are common metrics that our analyses usually highlight. At the time of the report, no solution had yet been 

discovered. Due to these missing measures, three of our standard measures will be missing from the analyses 

conducted within the service delivery section. However, sufficient data points were present to complete the 

analysis. All calls were counted and appear in several tables with a frequency count of 6,752 incidents 

occurring between January 1, 2017, and December 19, 2018 (study period). When response times were 

calculated to be zero seconds (n = 413), they were dropped from computations involving means and 90th 

percentile measures. The same applies to committed times: when zero (n = 226), they were counted as calls 

but excluded from statistical computations.  

While not specific to Smith County, it should also be noted that ESCI has historically found issues with 

incident reporting data in the State of Texas. It is possible that similar issues could have caused inaccurate 

analysis in some areas of this report. Based on this, it is recommended that SC-ESD 2 further investigate 

these concerns along with the previously noted data issues. 
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Service Demand Study 
In this section, service demand was analyzed to provide insight into the type of incident, and when and where 

emergency incidents are most likely to occur. Three analyses are included: 

 Incident Type 

 Temporal Analysis 

 Incident Location  

Incident Type 

The following figure illustrates historical service demand by NFIRS incident type for 2017 and 2018. Due to 

changes in incident reporting systems and other factors, it is believed that the 2017 data is incomplete and 

does not accurately reflect the entire year. 

Figure 47: Service Demand by Incident Type, 2017ς2018 

 

As shown, emergency responses varied significantly by call type over the course of the study period: 

 21 percent of all responses were for fires 

 24 percent were for motor vehicle collisions (MVC) 

 14 percent were for emergency medical calls not involving MVC 

 8 percent were for hazardous conditions 

 1 percent were for other emergencies  

 32 percent were responses where no emergency existed 

Á 23 ÐÅÒÃÅÎÔ ×ÅÒÅ ȰÇÏÏÄ ÉÎÔÅÎÔȱ ÏÒ ȰÐÕÂÌÉÃ ÓÅÒÖÉÃÅȱ calls 

Á 9 percent where false alarms 
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Clearly, the NFIRS data indicates that most service demandɂ79 percentɂis for emergencies that are not 

fires. In fact, the most-common response type is to accidents involving motor vehicle collisions (MVC). This 

is not surprising given the number of major transportation routes, including IH-20, and smaller two-lane 

roads that cross the District.  

Of note is the high percentage of non-emergency callsɂ32 percent of all calls. Almost one in three calls for 

service turns out to be a non-emergency; almost one in ten is a false alarm. This suggests there is an 

opportunity for public education to reduce the number of non-emergency calls. That is not to suggest that 

citizens should be discouraged from calling for service; it simply indicates that there is a risk of extended 

response times if the nearest unit is already committed on a non-emergency call when an emergency call in 

the same areas is received. 

Also of note is the number of fire callsɂ21 percent of all calls for service. This is higher than ESCI finds for 

most jurisdictions in Texas (about 4 percent of all calls). Of all fire calls, 20 percent were for structure fires 

(including fires in mobile homes, motor homes, and camping trailers), 10 percent were vehicle fires, 57 

percent were for outdoor fires, and the remaining 13 percent were not categorized. This is shown in the 

following figure. Of significance is the large amount of outdoor and other firesɂabout 70 percent of all fires 

as compared to 53 percent for all Texas fire departments. Given the rural nature of the district, this is to be 

expected.  

Figure 48: Fire Responses by Type, 2017ς2018   

 

In light of the limited funding available, the relatively low number of structure firesɂ4 percent of all 

responsesɂsuggests that the model currently used by the District of two-person paid staffing supplemented 

by two or more volunteers may be most appropriate, if multiple units are dispatched to ensure arrival of an 

effective response force that is sufficient to accomplish required tasks. 
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Temporal Variation 

Demand for services can often occur in cyclical patterns. Temporal variation analysis is helpful in order to 

determine if there are specific trends during various time measurements where staffing can be modified to 

better fit the demand. In order to determine if these patterns exist, the following figures, including 

illustrations by month, day, and hour, are presented and each is discussed. This information will provide 

insight to SC-ESD 2 as to when they can anticipate increases and decreases in service demand based on 

historical patterns.  

The next figure illustrates service demand for all incident types by month during the study period based on 

SC-ESD 2 data. 

Figure 49: Service Demand by Month, January 1, 2017ςDecember 19, 2018 

 

Late summer and fall have the highest demand; winter and spring the lowest. February has the lowest 

demand, but it is also the shortest month. March and April are close behind. August, November, and 

October have the highest demand, in that order. 

The next figure continues the temporal analysis with an examination of service demand by day of the week. 
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Figure 50: Service Demand by Day of Week, January 1, 2017ςDecember 19, 2018 

 

As illustrated in the preceding figure, service demand by day of the week remained relatively consistent. 

Typically, the most noticeable variation occurs during the weekends when service demand decreases. This is 

expected as more activity occurs during the work week such as an increase in transient population tied to the 

retail/commercial labor force. In general, more activity occurs during the work week. While SC-ESD 2ȭÓ ÄÁÔÁ 

does show decreased demand on Sundays, Thursday was actually the slowest demand day which does vary 

slightly from what ESCI typically finds. During the study period, Thursday accounted for just over 13 percent 

(13.45%) making it the slowest day on average for service demand. Friday accounted for an average of over 

15 percent (15.15%) of the service demand for SC-ESD 2 making it the busiest day of the week. This may 

suggest that recreational activities on the weekends are a key driver of service demand and that demand is 

not as closely linked to commercial activities that would occur during the work week from Monday through 

Thursday. The range between the busiest day and the slowest day is just under two percent (1.72%). 

The final temporal analysis of service demand examines demand summarized by hour of the day and is 

illustrated in the next figure. 
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Figure 51: Service Demand by Hour of the Day, January 1, 2017ςDecember 19, 2018 

 

Analysis of service demand in regard to specific times of the day revolves largely around the activities of the 

general population with workload increasing during daytime hours and decreasing during nighttime hours as 

illustrated in the preceding figure. Incident activity is at its highest between 9:00 a.m. and 8:00 p.m. Over 70 

percent (71.38%) of SC-%3$ ΨȭÓ ÃÁÌls for service occurred between these hours which would be expected. The 

highest incident activity is at 4:00 p.m. and 5:00 p.m. with both time ranges accounting for over seven percent 

(7.05%) of the total activity per day. The slowest hour for activity is at 3:00 a.m. which accounted for less than 

Ô×Ï ÐÅÒÃÅÎÔ ɉΧȢΨΩϻɊ ÏÆ ÔÈÅ ÄÁÙÓȭ ÃÁÌÌ ÁÃÔÉÖÉÔÙ ÄÕÒÉÎÇ ÔÈÅ ÓÔÕÄÙ ÐÅÒÉÏÄȢ  

Of note is that while demand is lower in the early morning hours, residential fatal fires occur most frequently 

late at night or in the early morning. From 2014 to 2016, residential fatal fires were highest between 1:00 a.m. 

to 2:00 a.m. The 8-hour peak period (11 p.m. to 7 a.m.) accounted for 48 percent of residential fatal fires.7 

The temporal variation of service demand provides some insights as to when SC-ESD 2 can expect increased 

service demand in its jurisdiction. Although some errors are present, the conclusion that service demand 

totals are dependent upon activity within the jurisdiction can be asserted. Based on this observation, SC-ESD 

2 should generally expect increases in service from 9:00 a.m. through 8:00 p.m., from August through 

November, particularly on Fridays. 

Distribution and Deployment 

A statistical analysis of 2018 emergency response for SC-ESD 2 demonstrated overall efficiency and the District-

wide pattern of both call location and District response. The next figure illustrates the number of events where 

the specific department had a unit first on the scene. The focus was on fire responses specific to structure fires, 

wildland fires, and categorized rescues not including extrication responses to motor vehicle collisions (MVC). 
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Figure 52: Structure Fires, 2018 Figure 53: Wildland Fires, 2018 Figure 54: Rescue, 2018 

   

Note that information from both Arp VFD and Dixie VFD are missing from the rescue data. This appears to 

be an anomaly in the data and appears to be due to a lack of sufficient responses coded as rescue calls. This 

does not mean there were not calls of this type; it just means that ESCI was not able to determine if any calls 

existed, but were coded as a different incident type. 

Geographic Service Demand 

In addition to the temporal analysis, it is useful to examine the geographic distribution of service demand. 

Utilizing SC-ESD 2 data and GIS software, ESCI plotted incident locations to show the geographic service 

demand for both fire and EMS incidents from January 2016 to December 2017 throughout the service area. 

In the following figuÒÅÓȟ ÁÎ ÉÎÃÉÄÅÎÔ ÄÅÎÓÉÔÙ ÁÎÁÌÙÓÉÓ ×ÁÓ ÃÏÍÐÌÅÔÅÄ ÔÏ ÄÅÔÅÒÍÉÎÅ Ȱ(ÏÔ 3ÐÏÔÓȟȱ ÏÒ ÁÒÅÁÓ 

experiencing the highest level of service demand.  

The next figure demonstrates the mathematical density of all incidents, summarized as incidents per square 

mile. 
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Figure 55: Incident Density (Hot Spot Analysis), January 1, 2017ςDecember 19, 2018 

 

Service demand is distributed widely throughout the SC-ESD 2ȭÓ service area with a higher incident density 

located in the central region with incident density decreasing towards to outer regions with the exception of 

several pockets of increased density. The main area of increased density is geographically located around the 

City of Tyler. Both fire and EMS incidents are included in the preceding hot spot analysis. 

As can be expected, areas of high incident density are typically linked to areas of higher population counts. 

The next figure illustrates the population density of the SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ÁÓ ÒÅÐÏÒÔÅÄ ÂÙ ÔÈÅ ΨΦΧΦ 

Census Bureau GIS data.  
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Figure 56: Population Density, 2010 U.S. Census Block Data 

 

In the preceding figure, population density by census block utilizing the 2010 U.S. Census data is presented. 

In this figure, darker colors represent greater population densities and these areas can be refined to specific 

locations throughout the jurisdiction. Based on the previously stated assertion that service demand is linked 

to human activity, the identification of areas with a higher population density should result in accurate 

predictions of where areas of increased service demand will occur. 
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Fire Incidents 

The following figure illustrates incidents categorized as fires in the NFIRS data summarized as incidents per 

square mile. 

Figure 57: Fire Incident Density (Hot Spot Analysis), January 1, 2017ςDecember 19, 2018 

 

As illustrated in the preceding figure, fire incident service demand is distributed widely throughout the SC-

ESD 2ȭÓ service area with a higher incident density located in the central region with incident density 

decreasing towards to outer regions with the exception of several pockets of increased density. The main 

area of increased density is geographically located northeast of the City of Tyler.  
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EMS Incidents 

The following figure illustrates the distribution of EMS incidents summarized as incidents per square mile. 

Figure 58: EMS Incident Density (Hot Spot Analysis), January 1, 2017ςDecember 19, 2018 

 

Similar to the fire incident service demand, EMS incident service demand is also widely distributed 

throughout the SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ÁÓ ÉÌÌÕÓÔÒÁÔÅÄ ÉÎ ÔÈÅ ÐÒÅÃÅÄÉÎÇ ÆÉÇÕÒÅȢ 3ÅÖÅÒÁÌ ÐÏÃËÅÔÓ ÏÆ ÈÉÇÈÅÒ 

incident density do appear especially in the geographic areas surrounding the City of Tyler.  
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Resource Distribution Analysis 
In the distribution analysis, ESCI presents an overview of the current facility and apparatus deployment. GIS 

data is utilized to examine the distribution of resources in the SC-ESD 2 service area. To provide a benchmark 

for performance, two national performance standards will be utilized including the Insurance Services Office 

(ISO) criteria and the National Fire Protection Association (NFPA) standards. These are important standards 

for comparison purposes because, while ISO focuses on fire suppression capabilities for insurance purposes, 

NFPA standards establish a foundation for overall system benchmarking for fire suppression, rescue, and 

other activities fire departments could be required to perform. However, it is ultimately the citizens of SC-

ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ×ÈÏ ÍÕÓÔ ÄÅÔÅÒÍÉÎÅ ×ÈÅÔÈÅÒ ÏÒ ÎÏÔ ÓÅÒÖÉÃÅ ÄÅÌÉÖÅÒÙ ÐÅÒÆÏÒÍÁÎÃÅ ÍÅÅÔÓ ÔÈÅÉÒ 

expectations and if further improvements are required. 

ISO Distribution 

The Insurance Services Office (ISO), a subsidiary of Verisk Analytics, is a national data analytics provider that 

evaluates fire protection for communities across the country. ISO assesses all areas of fire protection as broken 

down into four major categories including emergency communications, fire department, water supply, and 

community risk reduction. Following an on-site evaluation, an ISO rating, or specifically, a Public Protection 

Classification (PPC®) number is assigned to the community ranging from 1 (best protection) to 10 (no 

protection). The PPC® score is developed using the Fire Suppression Rating Schedule (FSRS), which outlines 

sub-categories of each of the major four, detailing the specific requirements for each area of evaluation.  

A communities ISO rating is an important factor when considering fire station and apparatus distribution and 

deployment due to its effect on the cost of fire insurance for the residents and business owners. The ability 

of a fire department to arrive on the scene of an incident equipped with personnel, equipment, and water 

sufficient to effectively mitigate a fire is a critical factor during an ISO evaluation. To determine whether or 

not a structure is eligible to receive a PPC rating better than 10, five road miles from a fire station measure is 

generally used. Typically, areas outside of five road miles may be subject to a split ISO rating if the fire 

department can demonstrate sufficient fire flow is available. In addition, to receive maximum credit for 

station and apparatus distribution, ISO evaluates the percentage of the community (contiguously built upon 

area) that is within specific distances of both engine/pumper companies (1.5 miles) and aerial/ladder 

apparatus (2.5 miles).  

In addition, ISO also evaÌÕÁÔÅÓ Á ÃÏÍÍÕÎÉÔÙȭÓ ÁÖÁÉÌÁÂÉÌÉÔÙ ÏÆ Á ÓÕÆÆÉÃÉÅÎÔ ×ÁÔÅÒ ÓÕÐÐÌÙȟ critical for the 

extinguishment of fires. One of the areas evaluated in regard to the water supply is the geographical locations 

and distribution of fire hydrants. Based on ISO scoring, structures that sit outside of a 1,000-foot radius of a 

fire hydrant are subject to a Class 10 rating, signifying that no fire protection capabilities exist. Exceptions are 

made when a fire department can demonstrate that sufficient fire flow is able to maintain at a rate of 250 

gallons per minute for 2 hours at a given property. This can be accomplished in a number of ways such as a 

dry hydrant, tanker shuttle operations, a storage tank, or drafting operations.  

Regardless of the system or systems utilized, sufficient fire flow must be demonstrated.  



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

74 
 

Each department maintains a separate ISO public protection classification (PPC®) for all properties located 

within the department service area and within five road miles of a fire station as shown in the following 

figure.8 There has been some discussion about pursuing a single ISO PPC® classification for the entire 

District. ESCI strongly recommends this initiative be reviewed by an independent ISO study to determine the 

potential impact on District residents and businesses before any action to consolidate ISO classifications. 

Figure 59: ISO PPC® Classification, 2009 vs 2015 

Community 
2009 2015 

With Hydrant No Hydrant With Hydrant No Hydrant 

Arp VFD 7 9 3 6 

Bullard VFD 6 9 3 5 

Chapel Hill VFD 6 9 4 7 

Dixie VFD 6 9 3 5 

Flint-Gresham VFD 6 9 3 5 

Jackson Heights VFD 9 10 5 5 

Noonday VFD 7 9 4 4 

Red Springs VFD 10 10 5 5 

Troup VFD 7 9 3 6 

Whitehouse VFD 6 9 4 4 

Winona VFD 7 9 4 4 

The next figure illustrates each station in SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ×ÉÔÈÉÎ Á ÆÉÖÅ-mile (by existing road) radius 

extending outward and the roadways within a 1,000-foot radius of a fire hydrant. 



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

75 
 

Figure 60: Study Area Station Distribution and Hydrant Distribution, 5-Mile and 1,000-Foot ISO Criteria 

 

As illustrated in the preceding figure, many of the highly populated areas within the SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ 

fall within the five-mile travel requirement to receive a fire protection rating from ISO. Generally speaking, 

ISO is concerned with the provision of fire suppression services to contiguously built-upon areas within a 

service area. This means that ISO is unconcerned with the protection of unpopulated regions of a service area 

or those that lack permanent structures. If an area is determined to qualify for the minimum rating by ISO, 

the next evaluation of the service area examines whether or not an area qualifies for an improved rating. 

Water supply availability plays a role in this improved rating and the preceding figure illustrates the areas 

within SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ÔÈÁÔ ÆÁÌÌ ×ÉÔÈÉÎ a 1,000-foot radius of a fire hydrant. 
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The following figure illustrates engine company distribution for SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ÁÎÄ ÔÈÅ ÒÏÁÄ×ÁÙÓ 

within the ISO required 1.5 miles of travel distance.  

Figure 61: Study Area Station Distribution, ISO 1.5-Mile Engine Company Criteria 

 

The following figure illustrates the ladder company distribution for SC-ESD 2ȭÓ ÓÅÒÖÉÃÅ ÁÒÅÁ ÁÎÄ ÔÈÅ ÒÏÁÄ×ÁÙÓ 

within the ISO required 2.5 miles of travel distance. 

  



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

77 
 

Figure 62: Study Area Station Distribution, ISO 2.5-Mile Ladder Company Criteria 
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NFPA 1720 Criteria 

&ÏÒ ÃÏÍÂÉÎÁÔÉÏÎ ÄÅÐÁÒÔÍÅÎÔÓ ×ÉÔÈ ȰÓÕÂÓÔÁÎÔÉÁÌÌÙ ÖÏÌÕÎÔÅÅÒȱ ÓÔÁÆÆÉÎÇ ÓÕÃÈ ÁÓ SC-ESD 2 that respond to a 

variety of service demand zones spanning different community demographics, the national consensus 

standard NFPA 1720 provides travel time goals for fire, EMS, and special operations emergency responses. 

NFPA 1720: Standard for the Organization and Deployment of Fire Suppression, Emergency Medical Operations, 

and Special Operations to the Public by Volunteer Fire Departments, specifies that volunteer-staffed or 

combination-staffed fire departments deploy resources such that between 80 and 90 percent of emergency 

service demand can be reached between 9 ÍÉÎÕÔÅÓȭ ÁÎÄ 14 ÍÉÎÕÔÅÓȭ ÔÒavel time or less depending on the 

specific zone. The following figure illustrates the recommended deployment requirements based on demand 

zone and demographics. 

Figure 63: NFPA 1720 Response Time Classifications 

Demand Zone Demographics Response Time Objective Percentage 

Urban Area > 1,000 population/mi2 9 minutes 90% 

Suburban Area 500ς1,000 population/mi2 10 minutes 80% 

Rural Area < 500 population/mi2 14 minutes 80% 

The following figure illustrates SC-ESD 2ȭÓ travel time capabilities from the current volunteer-staffed and 

combination-staffed fire stations. 
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Figure 64: NFPA 1720 Deployment Analysis, 9 & 14 Minute Projected Travel 

 

As illustrated in the preceding figure, a significant amount of SC-ESD 2ȭÓ service area falls within the 9-minute 

travel time national response standard for urban area populations as outlined in NFPA 1720. When compared 

with the population density figure, a majority of the higher population areas meet this standard. The areas 

that fall outside of the 9-minute travel time standard, in large part, fall within the 14-minute standard for 

rural areas indicating appropriate station coverage overlaps.  

It should be noted that the NFPA 1720 standard is not mandated or codified. However, it is an industry best 

practice and should be viewed as a desirable goal. Also, note that the travel time model does not measure 

actual travel time performance. The model demonstrates potential travel time assuming all apparatus are in 

quarters and available. Actual SC-ESD 2 response performance is discussed in the Performance Summary 

section of this report. 
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Resource Concentration Study 
The following staffing schedule was used for this analysis:  

Figure 65: Current Staffing  

Community Station Staffing Community Station Staffing 

Arp 1 MɀF 7aɀ4p Noonday 1 24/7 

Arp 2 MɀF 9aɀ6p Red Springs 1 MɀF 8aɀ5p 

Arp 3 Not Staffed Red Springs 2 24/7 

Bullard 1 MɀF 6aɀ3p Troup 1 MɀF 8aɀ5p 

Bullard 2 MɀF 8aɀ5p Troup 2 Not Staffed 

Chapel Hill 1 MɀF 8aɀ5p Whitehouse 1 MɀF 8aɀ5p 

Dixie 1 MɀF 7aɀ4p Winona 1 MɀF 6aɀ3p 

Dixie 2 MɀF 9aɀ6p Winona 2 Not Staffed 

Flint Gresham 1 MɀF 9aɀ6p Winona 3 MɀF 8aɀ5p 

Flint Gresham 2 Not Staffed 

 Jackson Heights 1 Not Staffed 

Jackson Heights 2 MɀF 8aɀ5p 

Response Reliability Assessment 
The workload of emergency response units can be a factor in response time performance. If a response unit 

is unavailable for any reason, then a unit from a more distant station (or mutual/automatic aid department) 

must respond. This can obviously increase the overall response time. Although fire stations and units may be 

distributed in a manner to provide quick response, that level of performance can only be obtained when the 

response unit is available in its primary service area. Additionally, when multiple incidents, or concurrent 

calls, occur simultaneously it can create a strain on department ÒÅÓÏÕÒÃÅÓ ÁÎÄ ÁÆÆÅÃÔ Á ÊÕÒÉÓÄÉÃÔÉÏÎȭÓ ÁÂÉÌÉÔÙ ÔÏ 

muster sufficient resources to respond to additional emergencies. 

Unit Hour Utilization  

Unit hour utilization (UHU) is a calculation that measures productivity. Essentially, UHU describes the 

amount of time that a unit is not available for response because it is already committed to another incident. 

The larger the number, the greater its utilization and the less available it is for assignment to subsequent calls 

for service. A unit-hour (UH) is defined as one hour of service by a fully equipped unit available for dispatch 

or assigned to a call. A 24-hour unit consumes 8,760 hours annually. UHU rates are expressed as a percentage 

of the total hours in a year.  

It is important to remember that individual unit workloads can often be greater than those experienced by 

the home station. This is because incidents such as structure fires will demand several units, as opposed to 

single-unit responses to other types of calls. Total hours include the time a unit was initially dispatched until 

the time that the unit cleared from the emergency scene.  
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Unit hour utilization is an important statistic to monitor for fire agencies using percentile-based performance 

standards, where performance is measured at the 80th or 90th percentile. UHU levels greater than 10 percent 

means that the response unit will not be able to provide an on-time response to its 90th percentile target, as 

it would only be available less than 90 percent of the time. As conditions change over time, so does the 

demand experienced by each unit and station.  

The following figures display the total time SC-ESD 2 apparatus were committed to an incident from January 

1, 2017, to December 19, 2018, according to the data provided. It should be noted that at the time of the 

report, information regarding call statistics for M101, M104, R101, EVAC 104, and LAR106 were not available 

and are not included in the UHU figure. Additionally, ESCI removed missing time values, invalid data, and 

outliers from the datasets, as well as all values in excess of one hour on all metrics. A total of 6,419 incidents 

were excluded. 

Figure 66: Response, Committed, UHU Rates by Primary District, January 1, 2017ςDecember 19, 2018 

Primary District  Calls 
Days in 
Service 

Avg Response 
(Min) 

Avg Committed 
(Min) 

UHU 

Arp 
420 
775  

717 
742  

13:12 
15:25  

59:13 
66:06  

2.4% 
4.73%  

Bullard 
625 

1,192  

717 
742  

12:15 
12:37  

40:58 
50:15  

2.5% 
5.39%  

Chapel Hill 
829 

1,228  

717 
742  

14:34 
15:59  

53:09 
62:00  

4.3% 
6.96%  

Dixie 
649 

1,298  

717 
742  

12:25 
14:50  

49:19 
64:42  

3.1% 
7.61%  

Flint-Gresham 
725 

1,394  

717 
742  

9:11 
12:18  

48:16 
60:50  

3.4% 
7.67%  

Jackson Heights 
364 
967  

717 
742  

14:15 
18:17  

62:09 
77:16  

2.2% 
6.94%  

Noonday 
723 

1,136  

717 
742  

13:14 
13:06  

55:38 
57:02  

3.9% 
5.83%  

Red Springs 
571 

1,119  

717 
742  

11:34 
14:28  

47:12 
67:21  

2.6% 
6.96%  

Troup 
332 
654  

717 
742  

10:44 
12:00  

43:27 
51:53  

1.4% 
3.10%  

Whitehouse 
573 

1,048  

717 
742  

10:31 
14:21  

50:06 
60:40  

2.8% 
5.80%  

Winona 
715 

1,654  

717 
742  

14:21 
17:38  

72:25 
69:47  

5.0% 
10.53%  
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The preceding figure illustrates that the average time SC-ESD 2 apparatus were committed to an incident 

over the study period was just over one hour (62 minutes). Overall, this indicates SC-ESD 2 apparatus operate 

at an average UHU of over six percent (6.5%) during the study period. The District with the highest utilization 

as defined by the number of responses, WIFD, had the highest UHU rate of over ten percent (10.53%). These 

results indicate that all suppression and support units should be statistically available for calls to meet 90th 

percentile objectives. UHU values are not the only measure of service demand, but also provide a perspective 

on the workload placed on the various individual units. 

It is important to note that eight percent (576) of the 7,328 records that were analyzed had commit times 

exceeding 10 hours. These records were dropped from the analysis. Their inclusion pushed UHU rates up to 

as much as 40 percent. Further analysis is suggested to determine if these anomalies were due to data input 

errors or actual extended response times. It has been the experience of the study team that some incident 

types, e.g., large wildland fires, incidents involving hazardous materials, and disaster-related incidents may 

have significantly long response times and additional planning may be required if extended incident time is 

a factor in unit utilization and availability. If this is the case, back-in assignments may need to be considered 

to prevent extended response times while those calls are in progress.  

Concurrent Incidents 

A second key indicator in assessing system reliability is call concurrency. Call concurrency examines the 

frequency of multiple calls occurring at the same time that units are still committed to a previous call. The 

higher number of calls that occur at the same time can drastically stretch available responses thus leading to 

extended response times from more distant resources. It should be noted that 3,630 incidents were excluded 

from this analysis due to missing data such as NFIRS incident type, incident number, or date/time.  

In the following figure, ESCI examines 2017ɀ2018 incidents for SC-ESD 2 to find the frequency that the 

jurisdiction is handling multiple calls. 

Figure 67: Call Concurrency, January 1, 2017ςDecember 19, 2018 

Concurrent Incidents in 
Progress 

Number of Incidents 
Percent of Total 

Incidents 

Single Incident 1,324 26.9% 

Two Incidents 1,778 36.1% 

Three Incidents 1,159 23.5% 

Four Incidents 477 9.7% 

Five Incidents 140 2.8% 

More than Five Incidents 47 1.0% 

On average during the two-year study period, single incidents accounted for slightly more than one out of 

every four incidentsɂalmost 27 percentɂfor SC-ESD 2. Over 36 percent of the time, two incidents were 

occurring in SC-ESD 2ȭÓ service area; which indicates that about 37 percent of the time, SC-ESD 2 is 

responding to three or more incidents at the same time, thus reducing its available resources. This suggests 

the need for additional staffed units if funding is available. 
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Response Performance Summary 
In the performance analysis, emergency incident response time performance within the SC-ESD 2 service 

area was examined. The data used for this analysis came from two separate data sets, one to calculate 

turnout time and travel and the other to calculate all other metrics within this report. The dataset used for 

turnout and travel was a combination of multiple other datasets that were combined to calculate those 

turnout and travel metrics and covered a date range from January 1, 2017, through December 31, 2018. The 

other data, or main dataset, was extracted from SC-ESD 2 Computer-Aided Dispatch (CAD) records and the 

ÄÅÐÁÒÔÍÅÎÔȭÓ 2ÅÃÏÒÄÓ Management System (RMS) and covered a date range from January 1, 2017, through 

December 19, 2018. Mutual aid incidents outside the study area, data outliers, and invalid data were removed 

from the data set whenever possible.  

In analyzing response performance, percentile measurements of SC-ESD 2 were calculated. The use of 

percentile calculations for response performance follows industry best practices and is considered a more 

ÁÃÃÕÒÁÔÅ ÍÅÁÓÕÒÅ ÏÆ ÐÅÒÆÏÒÍÁÎÃÅ ÔÈÁÎ ȰÁÖÅÒÁÇÅȱ ÃÁÌÃulÁÔÉÏÎÓȢ #ÏÍÍÏÎÌÙȟ ÔÈÅ ȰÁÖÅÒÁÇÅȱ ÍÅÁÓÕÒÅ ÉÓ ÕÓÅÄ ÁÓ 

a descriptive statistic also called the mean of a data set. The reason not to use averages for performance 

standards is due to the fact that they may not accurately reflect the performance for the entire data set and 

may be skewed by data outliers. One particularly good or bad value could skew the average for the entire set. 

Percentile measurements are a better measure of performance since they show that most of the data set has 

achieved a particular level of performance. 

Fire service best practice documents such as the Center for Public Safety Excellence (CPSE) Community Risk 

Assessment: Standards of Cover, 6th Edition and the National Fire Protection Association (NFPA) 1720: 

Standard for the Organization and Deployment of Fire Suppression Operations, Emergency Medical Operations, 

and Special Operations to the Public by Volunteer and Combination Fire Departments and NFPA 1710: Standard 

for the Organization and Deployment of Fire Suppression Operations, Emergency Medical Operations, and 

Special Operations to the Public by Career Fire Departments recommend measuring fractile emergency 

response time performance. For example, performance measured at the 80th percentile means that 90 

percent of emergency responses occur at that stated value or less. In basic terms, the 80th percentile means 

that 20 percent of the values are greater than the value stated, and all other data is at or below this level. This 

can then be compared to the desired performance objective to determine the degree of success in achieving 

the goal.   

Industry best practices recommend measuring response performance from the time the emergency call is 

received at the dispatch center to the arrival of the first fire department apparatus. Tracking the individual 

components of the total response time allows for identifying deficiencies and areas for improvement. It is 

also important to note that each of the components of response performance are not cumulative. Each is 

analyzed as an individual component. 
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The response time continuum, the time between when the caller dials 911 and when assistance arrives, is 

comprised of several components. The following are the individual components typically analyzed by ESCI. 

 Call Processing TimeɂThe amount of time between when a dispatcher answers the 911 call and 

resources are dispatched.  

 Turnout TimeɂThe time interval between when units are notified of the incident and when the 

apparatus are responding.  

 Travel TimeɂThe amount of time the responding unit spends on the road to the incident. 

 Response TimeɂA combination of turnout time and travel time. This is the most commonly used 

measure of fire department response performance. 

 Total Response Timeɂ4ÏÔÁÌ 2ÅÓÐÏÎÓÅ 4ÉÍÅ ÅÑÕÁÌÓ ÔÈÅ ÃÏÍÂÉÎÁÔÉÏÎ ÏÆ Ȱ0ÒÏÃÅÓÓÉÎÇ 4ÉÍÅȟȱ ȰTurnout 

4ÉÍÅȟȱ ÁÎÄ Ȱ4ÒÁÖÅÌ 4ÉÍÅȢȱ  

Figure 68: Measurable Performance Time Components  

 

It is important to note that the unavailability of some data markers from SC-ESD 2 prevented ESCI from 

including the entire data set in the response analysis. There was no documentation of call processing time 

provided so that metric was omitted entirely. Additionally, some incidents were missing time values or 

included invalid data. A small number of outliers with all values in excess of one hour on one or more metrics 

were excluded from the analysis. All told, ESCI was able to use the following information in this analysis: 

 Turnout timeɂ5,812 incidents; 82% of incidents with valid incident number and NFIRS type. 

 Travel timeɂ6,922 incidents; 98% of incidents with valid incident number and NFIRS type. 

 Response timeɂ6,555 incidents; 93% of incidents with valid incident number and NFIRS type. 
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Turnout Time Performance 

After call processing, the second component of the response continuum, and one that is directly affected by 

response personnel is turnout time. Turnout is the time it takes personnel to receive the dispatch 

information, move to the appropriate apparatus, and begin responding to the incident.  

NFPA 1720 allows the authority having jurisdiction (AHJ) to determine staffing and response objectives, 

therefore does not provide a benchmark for turnout time unless the fire station is staffed. NFPA 1720 

suggests that staffed stations have a turnout time of 60 seconds or less at the 90th percentile for EMS calls 

and 90 seconds or less at the 90th percentile for fire calls. 

Figure 69: Turnout Time at 90th Percentile, January 1, 2017ςDecember 31, 2018 

 

Overall turnout time performance for SC-ESD 2 is 11 minutes, 33 seconds, for all emergency calls at the 90th 

percentile. Staffing additional fire stations and tracking this metric for staffed, unstaffed, and systemwide 

performance will be critical in the future as growth and development occur within the ESD. Current 

limitations on how call metrics, such as time received by the communications center and enroute time by the 

units, as well as accurate classification of the call within the RMS system, make it difficult to accurately 

calculate turnout time. SC-ESD 2 should examine available options that will make this data easier to calculate 

and validate.  
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Travel Time Performance 

Travel time performance is measured from when the unit begins its response, or goes enroute, and ends 

when the unit arrives on the scene of an incident. This performance benchmark is unaffected by the type of 

organization, volunteer, combination, or career, and performance cannot typically be improved by the 

individual units. Travel time is typically the longest component of total response time. The location of the fire 

stations and the distance apparatus must travel to reach an emergency, influences response time the most. 

The quality and connectivity of streets, traffic, and geography are also factors. NFPA 1720 does not provide 

a travel time standard for volunteer and combination departments.  

When the travel time performance of SC-ESD 2 is examined, it is clear that citizens should anticipate 

extended response times when calls for service are requested. When compared to the career fire department 

standard, performance for all types of emergency calls are over four times greater than the standard. 

Although each metric represents its own set of data and therefore cannot be simply added together, a review 

of the information presented thus far indicates that the next metric, response performance, will most likely 

exceed NFPA 1720 criteria for performance. 

Response Time Performance 

In rural demand zones, NFPA 1720 calls for a response time of 14 minutes from the time of notification to the 

arrival of the first arriving unit to an emergency incident (measured at the 80th percentile). For the suburban 

demand zones, NFPA requires a response time of 10 minutes measured at the 80th percentile. As discussed 

above, NFPA 1720 does not provide a separate travel time, only the response time benchmark. The 

CPSE/CFAI Standards of Cover, 6th Edition offers guidelines for performance objectives based on population 

density, service demand, community risk, and current baseline response performance.  

In Chapter 4, Section 4.4.2 Annual Evaluations, NFPA 1720 calls for annual evaluations of service delivery 

performance for each of the demand zones within the jurisdiction of the fire department. The following two 

figures display response time performance calculated at the 80th percentile as described by NFPA 1720, as 

well as the 90th percentile to serve as a comparison. 
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Figure 70: Response Time at 80th Percentile, January 1, 2017ςDecember 19, 2018 

 

When response performance is examined at the 80th percentile, SC-ESD 2 exceeds NFPA 1720 requirements 

for all types of incidents as well as overall performance. This suggests that the department does not possess 

a sufficient number of fire stations to adequately meet demand, that current fire stations are not located 

where demand is occurring, or that too few staffed fire stations exist within the system. SC-ESD 2 should 

consider optimizing fire station locations where possible, consider adding additional career staffing at key 

locations or potentially adding additional stations to the system. 

Total Response Performance 

The final component within the continuum is total response performance which measures the time from 

when the emergency call was answered at the communications center until the first unit arrived on the scene. 

Since call processing data was not available at the time of the report, this metric was not included. 

Mutual and Automatic Aid Systems 
With the creation of SC-ESD 2, the combined resources of 11 volunteer departments have resulted in an 

increase in resources and depth in emergency responses. The District has established mutual and automatic 

aid agreements with the majority of perimeter departments. An opportunity exists in two regions. The first 

is with the City of Tyler. SC-ESD 2 has an informal mutual aid agreement; however, the City of Tyler is 

currently asking for a charge for a service agreement. It is in the best interest of both departments to formally 

agree to an automatic aid agreement or follow the State of Texas 12-hour mutual aid. 

18:24

15:07

16:53

14:10

18:32

16:52

00:00 04:00 08:00 12:00 16:00 20:00

Other

Alarms

MVC

EMS

Fire

Total



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

88 
 

Another opportunity relates to the City of Whitehouse. Whitehouse Fire Department (WHFD) provides 

automatic aid only for structure fires. Due to this limited agreement and based on run data, SC-ESD 2 has an 

average response time in the northern part of Whitehouse Volunteer Fire Department (WHVFD) of 12 

minutes. Although this is not a significant delay, there are numerous occasions where WHVFD actually drives 

through the City of Whitehouse to get to a call in the northern part of the SC-ESD 2 response area. ESCI 

recommends increased effort in developing a closest unit response model for the City of Whitehouse and 

WHVFD. The following figure shows the breakdown of mutual and automatic aid for 2018. 

Figure 71: Mutual and Automatic Aid, 2018 

Jurisdiction 
Automatic Aid 

Given 
Automatic Aid 

Received 
Mutual Aid 

Given 
Mutual Aid 
Received 

Chandler ς ς 4 ς 

Gladewater 1 ς 16 5 

Henderson ς ς 1 ς 

Jacksonville ς ς 5 ς 

Kilgore 1 ς 6 5 

Liberty City ς ς ς 1 

Lindale 1 1 6 3 

Mixon ς ς 2 ς 

New London ς ς 1 ς 

New Somerfield ς ς 1 ς 

Overton 5 2 7 2 

The best use of mutual and automatic aid is dependent on the departments working well together. To be 

most effective, the following should be considered: 

 Fireground operations should be conducted in a similar manner and should be based on common 

Standard Operating Guidelines.  

 Firefighters should work in concert with personnel for another agency, based on common training 

programs and procedures. 

 Dispatch procedures should be in place that clearly define which response types and locations are to 

receive Automatic Aid response. 

 Procedures for the request of and provision of mutual aid should be clearly established in the Mutual 

Aid Agreement. 

 Personnel should be fully trained on mutual and automatic aid practices and remain informed on 

changes. 
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SUPPORT PROGRAMS 

Training 
Providing safe and effective fire and emergency services requires a well-trained workforce. Training and 

education of personnel are critical functions for Smith County Emergency Services District No. 2. Without 

quality, comprehensive training programs, emergency outcomes are compromised, and emergency 

personnel are at risk.  

Initial training of newly hired firefighters is essential, requiring a structured recruit training and testing 

process. Beyond introductory training, personnel need to be actively engaged on a regular basis and tested 

regularly to ensure skills and proficiencies are maintained. To accomplish this task, agencies must either have 

sufficient instructors within their own organization or be able to access those resources elsewhere. Training 

sessions should be formal, frequent, and consistent while following prescribed lesson plans that meet specific 

objectives. In addition, a Safety Officer should be dedicated to all training sessions that involve manipulative 

exercises. 

In the following pages, ESCI reviews SC-%3$ ΨȭÓ ÔÒÁÉÎÉÎÇ ÐÒÁÃÔÉÃÅÓ ÁÎÄ ÃÏÍÐÁÒÅÓ ÔÈÅÍ ÔÏ ÎÁÔÉÏÎÁÌ ÓÔÁÎÄÁÒÄÓ 

and best practices, and recommends modifications, where appropriate. Specific information for SC-ESD 2 was 

provided by staff, ESCI field visits, or from the 2017 ESCI Agency Analysis and Equity Analysis for SC-ESD 2.  

General Training Competencies 

For a training program to be effective and efficient, it should be based on established standards. The National 

Fire Protection Association (NFPA) provides several documents in this regard including NFPA 1001: Standard 

for Fire Fighter Professional Qualifications, and NFPA 1410: Standard on Training for Emergency Scene 

Operations. In addition, the Texas Commission on Fire Protection (TCFP) provides certification and regulation 

of fire departments within the state including personnel and training facilities. 

While no incident command certification levels of personnel were defined or identified by SC-ESD 2, it was 

noted in the 2017 report that NIMS 100, 200, and 700 were present with some officers holding 300 and 400 

certifications. From a training evolution safety perspective, accountability procedures are in place along with 

the presence of an Incident Safety Officer (ISO) at all training events. New hires to SC-ESD 2 receive their 

pre-employment training from external recruit academies based on TCFP requirements. Once hired, SC-ESD 

2 personnel are not trained in specialized rescue operations due to the utilization of regional response teams. 

Some personnel, however, are trained to Technician 1 and 2 levels for vehicle extrication. In regard to 

hazardous materials response, SC-ESD 2 has trained all personnel to the Operations level with some 

obtaining Technician level. Wildland firefighting certifications (S-130 & S-190) have also been obtained by 

some personnel.  

Paramedic and Emergency Medical Training is accomplished through online providers and regionally by UT 

Health EMS, Kilgore College, Tyler Junior College, and supplemented by the training division.  
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Training Administration 

To function efficiently and effectively, a training program needs to be managed. Administrative program 

support is vital to program success and at times suffers due to budgetary constraints or competing 

organizational priorities. An additional element of effective administration is the development of program 

guidance in the form of training planning, goals, and defined objectives. These goals and objectives should 

be clearly communicated to all levels of the organization for program awareness, input, feedback, and 

support. While challenging in any organization, consistent messaging across the 11 separate departments of 

SC-ESD 2 is critical to success. 

SC-ESD 2 utilizes a Battalion Chief to administer its fire and EMS training program. It was not identified if any 

other, or how many others, positions are funded specifically for fire and EMS training. However, the total 

annual operating budget for training is $59,000. From both safety and quality perspectives, SC-ESD 2 utilizes 

certified instructors in most training evolutions. At times, outside vendors or personnel who have extensive 

knowledge and expertise on specific subjects are utilized to complete training. Overall, it was indicated that 

management doeÓ ȰÓÏÍÅ×ÈÁÔȱ place a priority on department training.  

Training Schedules 

To be able to deliver efficient and effective training to fire and EMS personnel, some resources are necessary 

to arm the trainer with the tools needed to provide adequate educational content. In addition to tools, 

effective methodologies must be employed if delivery is to be sufficient to meet needs. This can be 

challenging in a department such as SC-ESD 2 that is made up of 11 separate departments with 

predominantly autonomous training programs. 

Training Program Planning 

A structured program planning process is a critical element to any training program. To be fully efficient and 

effective, training delivery should be based on: 

 Periodic training needs assessments. 

 Defined annual program goals, based on a needs assessment. 

 Specific delivery objectives, addressing program goals. 

 A process of performance measuring and monitoring. 

 Periodic re-evaluation and modification. 

It is recommended that an annual training plan be developed based on the preceding criteria including clearly 

defined program goals and objectives. 
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Training Facilities 

It was noted by ESCI that SC-ESD 2 does not currently have a dedicated training facility. However, SC-ESD 2 

does have access to several training facilities in the area including a cooperative agreement with Smith 

County Emergency Services District No. 1 to utilize their facility, especially for live-fire training evolutions. 

Unfortunately, like with most joint facilities such as this, it was noted that availability and scheduling can 

become a challenge.  

ESCI considers the need for a quality training facility to be a high priority for any agency that currently lacks 

this resource. It should be noted that construction of a modern, centralized training facility that complies 

with industry standards, such as NFPA 1402: Guide to Building Fire Service Training Centers, of having 

classrooms, practice grounds, training tower, live-fire building, and training props is a significant capital 

investment. In addition, the on-going cost of operating and maintaining a training facility should also be 

considered. While many agencies utilize a regional approach with neighboring departments to accomplish 

this need, it does provide issues such as with scheduling as previously noted by SC-ESD 2. 

Training Procedures, Manuals, and Protocols 

A departmentȭs training manual, procedures, and protocols are the foundation upon which the delivery of 

educational content is based. In the absence of this kind of document, personnel will tend to train however 

each individuÁÌ ÄÅÃÉÄÅÓ ÒÁÔÈÅÒ ÔÈÁÎ ÉÎ Á ÍÁÎÎÅÒ ÔÈÁÔ ÉÓ ÃÏÎÓÉÓÔÅÎÔ ×ÉÔÈ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÅÓÔÁÂÌÉÓÈÅÄ 

operational practices and standards. Development and adherence to these documents are critical for any 

successful training program.  

Training Delivery Methodology: Competency-Based Training 
The industry standard for the amount of training delivered is typically based on contact hours. The 

fundamental objective is to deliver 240 hours of training annually per firefighter, a measure used by the 

Insurance Services Office (ISO) for purposes of fire department ratings. Other minimums are in place 

including those related to state certification maintenance and specialized functions such as driver training, 

officer training, and hazardous materials response training.  

An hours-based approach is appropriate and generally effective. However, the shortcoming of the 

methodology is that sometimes training will be delivered simply to meet minimum hour requirements when, 

in fact, the individuals receiving the training are already fully versed in the subject matter. Time in this 

instance would be better spent by 1) subjecting the students to a skills performance demonstration; and  

2) once competency in the skill area is demonstrated, use the remaining time to address new skills or subject 

areas.  



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

92 
 

Under a competency-based system, an evaluation of skill performance is conducted at scheduled intervals to 

determine if the person evaluated can perform the tasks in accordance with pre-determined standards. 

Those skills that are performed well require no additional training. Those skills not performed well are 

practiced until the standard is met. This approach maximizes the time used for effective training. Further, it 

ensures that members are performing at an established level. Specialty skills can be evaluated in the same 

manner with further training provided as needed. Ideally, the competency-based training approach is used 

on an ongoing basis. For example, each quarter different skills are evaluated on an individual basis. 

To institute a competency-ÂÁÓÅÄ ÁÐÐÒÏÁÃÈ ÔÏ ÔÒÁÉÎÉÎÇȟ ÁÌÌ ÏÆ ÔÈÅ ÄÅÐÁÒÔÍÅÎÔȭÓ ÅÓÔÁÂÌÉÓÈÅÄ ÁÎÄ ÎÅÅÄÅÄ ÓËÉÌÌÓ 

must be documented to describe the standard of performance expected. This would include all skills such as 

hose handling, apparatus operation, EMS procedures and protocols, use of equipment and tools, forcible 

entry, ventilation, tactics and strategy, and others. 

Training Records 

It has been noted that SC-ESD 2 lacks a centralized process for compiling training records from the associated 

11 separate fire departments. Due to this lack of centralization, it is difficult to complete an accurate record 

of training statistics for the entire organization. This information is critical for providing an overall evaluation 

of the organizations training program and also becomes valuable when an agency is undergoing a review by 

ISO. In regard to training reports and records, it is recommended that any program follow the guidelines set 

in NFPA 1401: Recommended Practices for Fire Service Training Reports and Records. 

SC-ESD 2 maintains individual training files for all personnel which are the responsibility of the Captains and 

Battalion Chiefs. Entry for these records can be accomplished by the individual themselves, Captains, or the 

Battalion Chiefs. Each individual has access to their personal file which would include any certifications 

including fire and EMS. Currently, daily training records and training equipment inventories are not 

completed. In addition, the total amount of personnel training on an annual basis and the total hours of 

delivered annual training is not maintained by SC-ESD 2. 

Life Safety Services (Fire Prevention) 
All of the life safety services functions listed below are handled by the Smith County Fire MÁÒÓÈÁÌȭÓ Office: 

 Code enforcement activities 

 New construction involvement and inspection 

 General inspection program 

 Fire/Life-Safety public education programs 

 Fire investigation programs 

 Pre-incident planning 

 Statistical collection and analysis 
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OVERVIEW OF COMMUNITY RISK FACTORS AND DEMOGRAPHICS 

Community Risk Factors 
As can be expected, Smith County is susceptible and vulnerable to a variety of risks. In this section, ESCI 

provides a Community Risk Assessment in an effort to evaluate these community risks and the overall 

potential risks that are present within the service area. These risks are identified in order to assist Smith 

County in planning where to locate response resources in the types and numbers necessary to effectively 

respond to and mitigate likely emergencies. While impossible to consider all hazards that are possible for all 

individual occupancies within Smith County, the study does evaluate the potential general risks that seem to 

be relevant to the study area. It is recommended that all agencies be aware of the frequency and severity of 

the potential hazards that could occur within their jurisdiction. 

This section was completed utilizing information and data provided to ESCI by Smith County along with 

additional research on the study area. Specifically, the Smith County 2018 Hazard Mitigation Plan developed 

ÆÏÒ ÔÈÅ 3ÍÉÔÈ #ÏÕÎÔÙ &ÉÒÅ -ÁÒÓÈÁÌȭÓ %ÍÅÒÇÅÎÃÙ -ÁÎÁÇÅÍÅÎÔ /ÆÆÉÃÅ ×ÁÓ ÅÖÁÌÕÁÔÅÄ ÆÏÒ ÈÉÓÔÏÒÉÃÁÌ ÁÎÄ 

potential hazards and risk factors within the study area. 

The next figure serves as a sample method in which communities can identify and analyze risks within their 

ÃÏÍÍÕÎÉÔÙȢ 4ÈÉÓ ÓÐÅÃÉÆÉÃ ÅØÁÍÐÌÅ ÉÓ ÕÔÉÌÉÚÅÄ ÂÙ ÔÈÅ 5ÎÉÔÅÄ 3ÔÁÔÅÓ &ÉÒÅ !ÄÍÉÎÉÓÔÒÁÔÉÏÎȭÓ .ÁÔÉÏÎÁÌ &ÉÒÅ 

Academy. 

Figure 72: Risk Identification and Analysis Process 

Step  Action 

Hazard Identification Identify hazards. 

What is the probability this hazard will occur? 

Is this hazard a significant threat to your jurisdiction? 

Approximately how often does this hazard occur in your jurisdiction? 

Vulnerability Assessment For each hazard identified in the hazard identification process, consider 
each of the five factors. 

Factor 1: Danger/Destruction/Personal harm 
Factor 2: Economic Impacts 
Factor 3: Environmental impacts 
Factor 4: Social Impacts 
Factor 5: Political considerations 

Score the vulnerability of this hazard. 

Reconsider the priority of each hazard based on vulnerability. 

Risk Rating Score Risk Rating = Probability1 X Vulnerability1 
1 Probability and Vulnerability are rated as 3 = High, 2 = Moderate, 1 = Low 
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The fire service process illustrated in the preceding figure takes several factors in mind when evaluating 

properties. These factors include the service area population and population density, the demographics of 

the population, local land use and development, and the geography and natural risks present within the 

community. The identification and analyzation of these factors affect the number and type of resources (both 

personnel and apparatus) necessary to mitigate an emergency incident. As should be expected, properties 

with high fire and life risk would often require a greater number of personnel and apparatus. Therefore, 

staffing and deployment decisions should be made utilizing all available data along with consideration to the 

level of risk within geographic sub-areas of a community.  

Overall Geospatial Characteristics  

Smith County is located geographically in East Texas approximately 100 miles east of the Dallas-Ft. Worth 

metro area. According to the U.S. Census Bureau, Smith County consists of approximately 950 square miles 

of total area with 921.5 square miles of land and 28.3 square miles of water. The cities of Arp, Bullard, 

Hideaway, Lindale, New Chapel Hill, Noonday, Troup, Tyler, Whitehouse, and Winona lie within the borders 

of the District; however, most of the service area is rural in nature as indicated in the following figure. 

Figure 73: SC-ESD 2 Service Area 

 



Agency Evaluation UpdateɂMaster Plan and Strategic Plan  Smith County Emergency Services District No. 2 

95 
 

As the community risk assessment continues, it is important to anticipate potential fire risk with a 

consideration of existing land use, future development, and intended land use. Recent research suggests that 

relative risk may be grouped by occupancy type and land use and shown in Figure 74.9 

Figure 74: Relative Risk by Occupancy Type and Intended Use  

Occupancy Risk 
Classification 

Examples 

High-Risk Occupancy  Assembly 

 Educational 

 Health care, detention, and correctional  

 Manufacturing, processing of combustible or hazardous materials 

 Mercantile and mixed-use (big box or high-rise) 

 Residential, hotel/motel and dormitory 

 Residential, multi-family and large room and board 

 Storage, high-pile, and combustibles 

Moderate-Risk Occupancy  Mercantile/business, small mid-rise 

 Residential, single family, small board, and care 

 Manufacturing, processing of non-combustibles, non-hazardous 

 Storage, small or non-combustibles 

Low-Risk Occupancy  Scattered small businesses and industrial occupancies, single floor 

 Agricultural properties, open space, and other low intensity uses 

 Special properties 
Adapted from Table 12.1.1, NFPA Fire Protection Handbook, 20th edition, 2008, page 12-12 ÁÎÄ ÆÒÏÍ ȰFires by occupancy or 
Property Type,ȱ National Fire Protection Association, 2019. 

It is also important to examine historic incident data to analyze the number of all incidents within the District 

by property use. This holistic approach is designed to assist with local risk planning as shown in Figure 75 and 

Figure 76.  

Figure 75: Count of All Incidents by Property Use by Department, 2017ς2018 (NFIRS)  

NFIRS Property Use 
Category A
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1 ɀ Assembly  .4 11 7 8 26 0 21 2 7 13 15 118 

2 ɀ Educational 20 41 10 10 3 1 0 1 5 0 11 102 

3 ɀ Health Care, Detention 
& Correction 

1 0 6 14 14 0 7 0 0 2 21 65 

4 ɀ Residential  103 315 297 247 283 133 261 127 142 252 82 2,242 

5 ɀ Mercantile, Business 3 10 16 10 18 5 11 14 6 7 14 114 

6 ɀ Industrial, Utility, 
Agriculture, Mining 

24 10 26 27 12 18 14 5 4 12 27 179 

7 ɀ Manufacture 3 0 1 2 1 0 2 0 0 3 3 15 

8 ɀ Storage 6 18 23 12 10 1 21 12 5 14 13 135 

9 ɀ Outside Property, 
Highway, Residential Street 

136 245 407 350 375 219 358 338 174 301 361 3,264 

Total Incidents 304 650 793 680 742 377 695 499 343 604 547 6,234 
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Figure 76: Percentages of All Incidents by Property Use by Department, 2017ς2018 (NFIRS)  

NFIRS Property Use 
Category A
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1 ɀ Assembly  3% 2% 1% 1% 4% 0% 3% 0% 2% 2% 3% 2% 

2 ɀ Educational 7% 6% 1% 1% 0% 0% 0% 0% 1% 0% 2% 2% 

3 ɀ Health Care, Detention & 
Correction 

0% 0% 1% 2% 2% 0% 1% 0% 0% 0% 4% 1% 

4 ɀ Residential  34% 48% 37% 36% 38% 35% 38% 25% 41% 42% 15% 36% 

5 ɀ Mercantile, Business 1% 2% 2% 1% 2% 1% 2% 3% 2% 1% 3% 2% 

6 ɀ Industrial, Utility, 
Agriculture, Mining 

8% 2% 3% 4% 2% 5% 2% 1% 1% 2% 5% 3% 

7 ɀ Manufacture 1% 0% 0% 0% 0% 0% 0% 0% 0% 0% 1% 0% 

8 ɀ Storage 2% 3% 3% 2% 1% 0% 3% 2% 1% 2% 2% 2% 

9 ɀ Outside Property, 
Highway, Residential Street 

45% 38% 51% 51% 51% 58% 52% 68% 51% 50% 66% 52% 

Total incidents 5% 10% 13% 11% 12% 6% 11% 8% 6% 10% 9% 100% 

The preceding figures provide important insight into overall service demand across the District. Given the 

predominantly rural nature of the District with several small, urban communities (towns and cities), the 

historic patterns of service demand should be considered for future planning purposes. Key findings from this 

analysis are: 

 A majority (52 percent) of all emergency service demand is associated with outside properties, 

highways, and streets. This is directly linked to the large number of MVCs (24 percent of all incidents) 

and outside fires (57 percent of all fires and 12 percent of all incidents) 

 Over one-third (36 percent) of all emergency responses are associated with residential properties, 

typically one- or two-family dwellings. This is directly linked to the number of residences when 

compared to all other property uses and the traditional pattern of the number of emergencies that 

occur in the home.  

 Overall, emergency responses are fairly evenly spread across the entire District, with more calls in 

more populous areas, as expected.  

 Both Arp VFD and Bullard VFD experienced a higher than expected number of responses in 

educational occupancies. Additional study is suggested to determine possible causes and if 

additional school safety measures or public education are needed. 

 Winona VFD experienced a higher than expected number of responses in health care, detention and 

correction occupancies. Additional study is suggested to determine possible causes and if additional 

safety measures or public education are needed. 

 Winona VFD experienced a lower than expected number of responses in residential occupancies. 

Additional study is suggested to determine if this is an anomaly of the data, low population, or other 

or possible causes. 
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Geographic and Weather-Related Risks 
By evaluating the number and frequency of Federal disaster declarations affecting Smith County, the risks 

that natural hazards pose to the study area can be evaluated. The following are statistical highlights of major 

natural disasters in Smith County as provided by FEMA.10 

 27 Federal disaster declarations have been declared for the study area since 1965. 

 26% of declarations involved tropical storms or hurricanes (including Tropical Storms Allison and 
Charlie, and Hurricanes Ike, Gustav, Dean, Rita, and Katrina).  

 11% of declarations involved tornadoes. 

 11% of declarations involved flooding. 

 22% of declarations involved wildfires or extreme fire hazards. 

 4% of declarations involved ice storms (only a single declaration in 2001). 

While the preceding percentages can be useful for planning purposes, it should be noted that not every 

natural hazard event in which significant impacts are felt across the community will trigger Federal disaster 

declarations. In general, extreme storms including things such as lightning strikes and tornadoes, or even 

tropical storm and hurricane conditions, appear to present the highest risk of natural hazards to the area. 

Figure 77: FEMA Declared Disasters Since 1965 in Smith County 

 

Weather Risks 

The climate for Smith County is similar to what is found across many areas in the State of Texas. Smith 

County receives an average annual precipitation of over 46 inches which is relatively spread evenly 

throughout the year. Snowfall in the county is infrequent but it is important to note the single Federal disaster 

ÄÅÃÌÁÒÁÔÉÏÎ ÒÅÓÕÌÔÉÎÇ ÆÒÏÍ ÉÃÅ ÓÔÏÒÍÓȢ )Î ÇÅÎÅÒÁÌȟ 3ÍÉÔÈ #ÏÕÎÔÙȭÓ ÓÕÍÍÅÒÓ ÁÒÅ ÈÏÔ ×ÉÔÈ an average 

temperature of 82.5 degrees Fahrenheit and the winters are cool with average temperatures of 49.5 degrees 

Fahrenheit.  
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Flood Risk 

Flooding can produce various associated risks to a community. Because of this, areas of communities that 

fall within flood zones and also areas prone to flooding events should be informed of the risks. Before a flood 

occurs and during the planning process, the location of emergency services stations should be evaluated as 

to how they relate to flood zones. To ensure readiness, public education campaigns should also occur prior 

to events and during the planning process providing information to residents as to the risks associated with 

flooding and prevent actions they can take. 

It should be expected that emergency services will be called upon to assist with evacuations and rescues 

during flooding events. Evacuation could include large areas and facilities with high populations requiring 

significant EMS resources. When these evacuations and rescues involve moving water, specialty trained 

technical rescue teams may be needed. 

Post-flood event, EMS related incidents should be expected to increase as injuries and medical conditions 

typically occur. Public education can also properly prepare a community for this post-event and recovery 

process. 

In general, flooding is typically the result of excessive precipitation. In Smith County, this is typically a result 

of slow-moving thunderstorms or heavy rains associated with tropical events such as tropical storms and 

hurricanes. With SmiÔÈ #ÏÕÎÔÙȭÓ ÇÅÏÇÒÁÐÈÉÃ ÌÏÃÁÔion being inland, most flooding occurs from overbank 

flooding of rivers and streams. Riverine flooding occurs when excessive flow and volume of water crests a 

ÒÉÖÅÒ ÃÈÁÎÎÅÌȭÓ ÎÏÒÍÁÌ ÃÁÐÁÃÉÔÙȢ &ÌÏÏÄ ×ÁÔÅÒÓ ×ÉÌÌ ÔÈÅÎ ÉÎÕÎÄÁÔÅ ÁreaÓ ×ÉÔÈÉÎ ÔÈÅ ÒÉÖÅÒȭÓ ÆÌÏÏÄ×Áy, flood plain, 

and other low-lying areas. The main sources of this flooding within Smith County include Black Fork Creek, 

Butler Creek, Gilley Creek, Harris Creek, Henshaw Creek, Indian Creek, Ray Creek, Shackelford Creek, West 

Mud Creek, Wiggins Creek, and Willow Creek.  

In addition to the overbank flooding of rivers and streams, flooding can be a result of urbanization. This urban 

flooding occurs when excessive precipitation is not readily absorbed by the ground and the stormwater 

runoff exceeds the ability of stormwater infrastructure. This results in the possibility of localized flooding of 

streets, parking lots, homes, and businesses. The next figure illustrates the Flood Zones in Smith County. 
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Figure 78: Smith County Flood Zones 

 

As noted in the Smith County 2018 Hazard Mitigation Plan, 21 flash flood or heavy rain events were recorded 

in Smith County between 2008 and 2017, resulting in two injuries and $338,000 in estimated property 

damage.  
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Tornadoes 

According to the National Weather Service Storm Prediction Center, the State of Texas has the highest risk 

of tornadoes in the country. At the higher end of the range, tornadoes can pose a significant danger to life 

and property. The intensity of tornadoes is measured on the Enhanced Fujita Scale which was a revision of 

the original Fujita Scale developed in 1971. This scale has an intensity range for tornadoes from EF-0 to EF-5 

based on wind estimates. The next figure provides a summary of the damage that is typically associated at 

the various levels.  

Figure 79: Tornado IntensityτEnhanced Fujita Scale 

Designation Wind Speed, mph Typical Damage 

EF-0 65ɀ85 

Minor or no damage. Peels surface off some roofs; some 
damage to gutters or siding; branches broken off trees; 
shallow-rooted trees pushed over. Confirmed tornadoes 
with no reported damage (i.e., those that remain in open 
fields) are always rated EF-0. 

EF-1 86ɀ110 
Moderate damage. Roofs severely stripped; mobile homes 
overturned or badly damaged; loss of exterior doors; 
windows and other glass broken. 

EF-2 111ɀ135 

Considerable damage. Roofs torn off well-constructed 
houses; foundations of frame homes shifted; mobile homes 
completely destroyed; large trees snapped or uprooted; 
light-object missiles generated; cars lifted off ground. 

EF-3 136ɀ165 

Severe damage. Entire stories of well-constructed houses 
destroyed; severe damage to large buildings such as 
shopping malls; trains overturned; trees debarked; heavy 
cars lifted off the ground and thrown; structures with weak 
foundations are badly damaged. 

EF-4 166ɀ200 
Devastating damage. Well-constructed and whole frame 
houses completely leveled; cars and other large objects 
thrown, and small missiles generated. 

EF-5 > 200 

Incredible damage. Strong frame houses leveled off 
foundations and swept away; automobile-sized missiles fly 
through the air in excess of 100 m (109 yds.); high-rise 
buildings have significant structural deformation; 
incredible phenomena will occur. 

On average, 132 tornadoes touch the ground within the State of Texas annually resulting in more recorded 

tornadoes than in any other state. As noted in the Smith County 2018 Hazard Mitigation Plan, 14 tornadoes 

touched down in Smith County between 2008 and 2017, resulting in two injuries and $1,470,000 in estimated 

property damage. The following figure illustrates the paths of tornadoes that have occurred within Smith 

County between EF1 and EF3 tornadoes from February 1950, to April 2016. 
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Figure 80: Tornado Tracks Through Smith County, 1950ς2016 

 

Lightning 

Lightning can be a common occurrence within Smith County with the National Lightning Detection Network 

predicting an average of 32 lightning strikes per day which can cause significant issues. According to the 

Smith County 2018 Hazard Mitigation Plan, nine lightning events were recorded between 2008 and 2017, 

resulting in $295,200 in estimated property damage.  
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High Wind 

High winds are also commonly associated with thunderstorms and can cause significant property damage in 

highly populated areas. High winds can be sustained and straight-line, blowing in a single direction, or 

rotating as in a tornado. The National Weather Service defines high winds as sustained wind speeds of 40 

mph or greater lasting for one hour or longer, or winds of 58 mph or greater for any duration. 

As with many parts of the country, Smith County is directly or indirectly susceptible to the effects of high-

speed winds. While typically not causing injuries and deaths, high winds can cause significant damage to 

properties and crops. According to the Smith County 2018 Hazard Mitigation Plan, one hundred and thirteen 

events were recorded between 2008 and 2017, resulting in $922,040 in estimated property damage. 

Hail 

It should be assumed that some damaged caused during identified severe storm events were the result of 

hail incidents. Specifically, 89 total hail events were recorded between 2008 and 2017, resulting in $55,500 in 

estimated property damage according to the Smith County 2018 Hazard Mitigation Plan. 

Winter Storm 

Winter storms can occur in the form of snowstorms, blizzards, cold waves, and ice storms. While this is a rare 

event in and around Smith County, they are possible throughout the study area. While 16 winter storm events 

were recorded between 2008 and 2017, according to the Smith County 2018 Hazard Mitigation Plan, there 

were no reports of property damage, injuries, or deaths.  

Wildfire11 

Wildfire threat is the likelihood of a wildfire occurring or burning into an area. The threat is derived by 

combining a number of landscape characteristics including surface fuels and canopy fuels, resultant fire 

behavior, historical fire occurrence, percentile weather derived from historical weather observations, and 

terrain conditions. These inputs are combined using analysis techniques based on established fire science. 

The measure of wildfire threat used in the Texas Wildfire Risk Assessment (TWRA) is called Wildland Fire 

Susceptibility Index, or WFSI. WFSI combines the probability of an acre igniting (Wildfire Ignition Density) 

and the expected final fire size based on the rate of spread in four weather percentile categories. WFSI is 

defined as the likelihood of an acre burning. Since all areas in Texas have WFSI calculated consistently, it 

allows for comparison and ordination of areas across the entire state. For example, a high threat area in East 

Texas is equivalent to a high threat area in West Texas. 

To aid in the use of Wildfire Threat for planning activities, the output values are categorized into seven 

classes. These are given general descriptions from Low to Very High threat. 

The threat map illustrated in the next figure is derived at a 30-meter resolution. This scale of data was chosen 

to be consistent with the accuracy of the primary surface fuels dataset used in the assessment. While not 

appropriate for site-specific analysis, it is appropriate for regional, county, or local protection mitigation or 

prevention planning. 
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Figure 81: Wildfire Threat in SC-ESD 2 

 

Wildland Urban Interface (WUI) 

The Wildland Urban Interface (WUI) Response Index layer is a rating of the potential impact of wildfire on 

people and their homes. The key input, WUI, reflects housing density (houses per acre) consistent with 

Federal Register National standards. The location of people living in the Wildland Urban Interface and rural 

areas is key information for defining potential wildfire impacts to people and homes. 

The WUI Response Index is derived using a Response Function modeling approach. Response functions are a 

method of assigning a net change in the value to a resource or asset based on susceptibility to fire at different 

intensity levels, such as flame length. The range of values is from -1 to -9, with -1 representing the least 

negative impact and -9 representing the most negative impact. For example, areas with high housing density 

and high flame lengths are rated -9 while areas with low housing density and low flame lengths are rated -1. 

To calculate the WUI Response Index, the WUI housing density data was combined with Flame Length data 

and response functions were defined to represent potential impacts. The response functions were defined by 

a team of experts led by the Texas A&M Forest Service mitigation planning staff. By combining flame length 

with the WUI housing density data, you can determine where the greatest potential impact on homes and 

people is likely to occur. 
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Fire intensity data is modeled to incorporate penetration into urban fringe areas so that outputs better reflect 

real-world conditions for fire spread and impact in urban interface areas. All areas in Texas have the WUI 

Response Index calculated consistently, which allows for comparison and ordination of areas across the 

entire state. Data is modeled at a 30-meter cell resolution, which is consistent with other TWRA layers. 

Figure 82: WUI in SC-ESD 2 
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Transportation Risks 
Transportation corridors provide necessary access and egress for emergency service providers to reach the 

scene of incidents throughout the study area. However, the specific configuration of transportation systems 

can also affect the response capabilities of emergency service providers. Limited access highways and 

railroad lines can interrupt street connectivity forcing apparatus to negotiate a circuitous route in order to 

reach the scene of an incident.  

Highways 

Figure 83: Major Highways Through Smith County 

 


