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The information presented today is for 

informational and educational proposes only.

It does not represent or replace jurisdictional policy

It is not intended as legal or financial advice. 

You are strongly advised to seek legal counsel, 

financial guidance and jurisdictional authorization

before taking any official action.
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Jack Snook
Founder, ESCI

“The volunteer fire system 

was never intended to 

deal with the complexity 

and number of today’s 

emergency operations …”

attributed to
Mike Montgomery
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As an ESD Commissioner or Chief …
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What keeps you up at night ?

• Growth / Development

• Staffing

• Funding

Artwork  from the Fire, Smoke, and Guts Portfolio ©by Paul Combs, http://artstudioseven.com/

http://artstudioseven.com/


Transitioning to Direct Service: Operational Issues

• Requires ongoing and continuous alignment

• Alignment has three components

• careful planning

• elimination of personal agendas

• customer-oriented focus 

A smooth and successful transition process
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Four Basic Questions

How will we

sustain it?

How will we

get there?

Where do we

need to be?

Where are

we today?

Assess

• Purpose

• Environment

• Needs

• SWOT

Define

• Vision

• Mission

• Values

• Themes

Plan

• Initiatives

• Goals

• Objectives

• Action Plans

Execute

• Capacity

• Finances

• Leadership

• Results
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• Timing

• Transition checklist

• Stakeholder participation and communication

• Transition Committee

• Recommendation by consensus 

• Ongoing communication

• Periodic updates

The transition process
OK …

So, what’s in 

it for me ?
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• Forced transition

• legal ruling, public opinion, loss of trust, 
or difference in philosophy 

• Planned transition

• natural evolution, advantageous to both 
service provider and District 

Decision to transition
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Transition Model

• Leadership first

• Senior Leadership Team and Command Staff

• Capital Assets

• Property, buildings, apparatus, and other vehicles 

• Transfer title and ownership to ESD

• Members

• It’s still our department – just under new management
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The transition checklist

• Regulatory

• Staffing

• Benefits

• Identity

• Financial

• Organization

• Post-transition plan
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• TCFP

• Certification and documentation

• TCFP FDID # for TCFP and FIDO account

• Continuing role of SFFMA

• DSHS

• File application to establish a First Responder Organization

• Cannot transfer from contractor to ESD

Regulatory Requirements
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ESD Staffing Models

All
Volunteer

All 
Paid

Combination

• Fire protection personnel

• Averages 40 hours a week or more during a work cycle 

• Part-time fire protection employee

• Receives compensation but does not meet definition of full-time

• Volunteer fire fighter or other auxiliary fire fighter

• May receive compensation up to $15,080 = 2,080 hours at min. wage
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All approximate values to 
nearest $100.

Based on national combined 
average of $30 per hour for 
paid firefighter & officer 
positions.

Per NFPA 1720
​Minimum personnel needed 
to respond to a fire incident 
in a rural area is 6

$2,200

$4,400

$1,606,000

1 engine staffed by three 
personnel for 24-hour shift

Two minimally-staffed engines for 24-hour shift

Two minimally-staffed engines, 24-hour shifts, 365 days

Value of the Volunteer
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• Worker’s Comp

• Medical -- Health, Dental, Vision, Supplemental Health/Gap

• Supplemental Insurance – Life, AD&D, Disability

• Pension / Retirement / Deferred compensation
• Social Security
• TCDRS – Participation, % contribution, Vesting, Retirement, Match
• 401k roll-over into 457B
• LOSAP 
• Time buyback for employees

Employee Benefits
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Identity and Branding

Photo Source:  3 Generations of Fire Engines 
at Burkburnett VFD in Burkburnett, TX, PInterest

The ESD Advantage
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• Legal

• Harris County ESD 16

• Recognizable

• dba Klein Fire Department

• What about the 501c corporation?

Identity  and Branding
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• Budget codes

• Revenue

• Expenses – Payroll, Operations, Administration

• Capital Expenditures

• Bank Accounts

• Purchasing/Procurement processes

• Credit Cards/Debit Cards

• Vendor Accounts

• New tax-exempt documents

Financial
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• Organizational Chart

• Operations – Admin -- Support Services

• Job Descriptions

• For every position

• Member Handbook

• Policies / Standard Operating Processes (Guidelines / Procedures)

• Organizational Plan

• Periodic updates and reports

Organizational Documents
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• Philosophy

• Strategic 
Priorities

• Desired 
Outcomes

Communicate
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Key elements of a Successful Transition

• Engage stakeholders early

• Use the past as a foundation

• Follow a checklist

• Anticipate and address concerns

• Share the plan – communicate, communicate, communicate
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For more information:

Mike Montgomery
Interim Fire Chief
Klein Fire Department

346-367-5581

mmontgomery@hcesd16.org
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